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ABSTRACT
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A Study of the Relationship Between Leadership
and Factors Associated with Lay Minister Job Satisfaction
in the Fort Worth Free Methodist Church
by
Dale Bidwell
The purpose of this dissertation is to study what
factors impact job satisfaction among 12 lay ministers in a
small church. The volunteer lay ministers consisted of nine
Christian education teachers, two hospital visitation work
ers, and a worship leader. The researcher conducted a four
month program of intervention using semi-structured inter
views, derived from, Management by Objective principles,
and relevant leadership theories. A researcher designed
questionnaire was administered before and after the program
indicating marginal improvement in participant job satisfac
tion .
The study found linkage between age, gender, and job
tenure to job satisfaction, with younger, female lay minis
ters showing the highest job satisfaction. Lay ministers
with multiple jobs tended to have less job satisfaction.
Participants who met the most often with their supervisors
were also shown to be more satisfied.
Due to the small number of subjects, inferences to lay
ministers in other churches should be made cautiously.
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CHAPTER 1
Overview of the Study
With twenty-four years of pastoral ministry behind me,
I have a growing concern for lay workers/ministers in the
local church. Sunday school teachers, visitation team
members, and worship leaders are the core of any church
which takes ministry to persons seriously- They are the
ones who make possible the extension of the church's pasto
ral care beyond the pastor's limited reach. Yet, from my
experience I know that (1) they are usually taken for grant
ed; (2) they usually receive little contact from their
department heads and even less from their pastors; (3) even
though their task requires substantial spiritual power, they
may have an insufficient devotional life to generate that
power; (4) they may lack understanding of the mission of
their department and be frustrated from the lack of a clear
job description; (5) personal and family problems may need
pastoral attention before they can effectively minister to
others .
I recall one "defining" incident which illustrates the
problem. From 1973-77 I was senior pastor of the Thunder-
bird Hills Free Methodist Church in San Antonio, Texas. The
church was growing at a healthy rate. We looked for more
full-time workers to meet the opportunities before us. It
seemed a C.E. director would be most beneficial. An Air
Force captain who had attended for several years applied for
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the job. Up to this point he had served well as Sunday
school superintendent and building committee chairman.
Under his able direction both areas had expanded. Selling a
cement block building seating eighty persons, eventually we
were able to build a sanctuary with room for 450.
After his appointment, we began losing Sunday school and
mid-week childrens club teachers at an alarming rate.
Sometimes they quit without notice. The "defining" incident
happened when Brian asked me to visit with him a couple who
had just quit. After attending our church for several
months, during which time they seemed happy in the adult
Sunday school class, we asked them to take two children's
classes. They did. But just a few months later they had
abruptly stopped. With a sheepish grin Brian asked if I
knew the way to their house. I had visited there several
times and assumed that our full-time C.E. director had done
the same. Mentally I castigated Brian for having such
little personal contact with his staff of teachers. But
looking back, I can see I was at fault also. I had failed
to keep in touch with him, to keep him accountable for the
leadership of the C.E. program. I had also failed in my
leadership and pastoral care of Mr. and Mrs. Zunega by not
encouraging them in their teaching ministry, all the more so
because this was a new experience for them.
As Brian continued as C. E. director, the experience
became increasingly frustrating for him. As an officer in
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the military he had been accustomed to having his orders
carried out promptly and without question. But when his
volunteer teachers did not respond with such dispatch frus
tration resulted. I counselled him to realize that working
with military and volunteer personnel, who could quit at any
time, was quite a different thing. Looking back I can see
how his�and my--assumptions about leadership contributed
to our difficulty in retaining teachers. What was happening
in the above episode motivated my research of leadership and
job satisfaction principles. Private industry has been
concerned with the job satisfaction levels of its workers
since the 1930 's. The church, however, as indicated by a
paucity of published studies in this subject, takes the job
satisfaction of its lay workers for granted, which I now
believe to be a serious mistake.
The problem succinctly stated is this:
Can leadership raise the level of lay minister job
satisfaction? If so, what kind of leadership does it take?
Context of the Study
The Fort Worth Free Methodist Church was begun in 1944
on "L" Avenue on the city's eastside. In 1960 a new build
ing was constructed about four miles south of the old loca
tion. We continue to worship in that facility. Since 1965
the community has progressively become racially more black
and Hispanic. Our canvasses of the community have indicated
an almost equal division among whites, blacks, and Hispan-
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ics. Over the years "white" churches have sold their build
ings to black. congregations--except for the Fort Worth Free
Methodist Church. About half of our congregation still
lives near the church. We have one black family among our
membership. Several Hispanic children attend our Sunday
school and midweek activities.
Despite the above circumstances, attendance has in
creased over the past ten years, going from a Sunday morning
worship average of 22 in 1984 to 40 in 1993.
Previous Research
We shall examine previous research from both secular
and religious sources, beginning with a look at four theo
ries which give insight into the "problem" .
Relevant Theories
Hawthorne Theory. This experiment was conducted by the
Western Electric Company from 1924-34. Although fifty years
have passed it is still an important yardstick by which all
studies relating to worker satisfaction and production are
measured. Originally designed to study the effects of
lighting on productivity, before it was finished it had
surfaced a variety of other factors impacting worker effec
tiveness and satisfaction. For example, it was found that
the supervisor's attitude toward workers and their freedom
to have input to matters on the job were more important in
determining job satisfaction than lighting conditions. I
shall lean heavily upon this study of which Paul Hersey and
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Kenneth Blanchard said, "...there was little doubt that the
work at Hawthorne would stand the test of time as one of the
most exciting and important research projects ever done in
an industrial setting" (Hersey and Blanchard 50).
Theory X and Theory Y. Closely akin to the above
study is Douglas Mc Gregor's development of Theory X and
Theory Y. Mc Gregor uses Theory X to refer to a leadership
philosophy that believes that workers do not want to work
thus management must use coercive and dictatorial methods.
Conversely, Theory Y refers to a philosophy that workers
want to work, especially when they are treated with respect
and have a say in how the work is done (The Human Side of
Enterprise ) . Chris Argyris followed this study with re
search of how managers relate X and Y theory to practice,
and whether or not one can move from and X bias to a Y bias
(Management and Organization Development).
Motivation-Hygiene Theory. Frederick Herzberg devel
oped the theory that two different categories of needs exist
which affect job performance and satisfaction. First, the
hygiene factor which relates to company policies, supervi
sion, working conditions, money, interpersonal relations at
work, etc. These do not increase one's performance. They
can only prevent loss in performance. Secondly, there are
the motivation factors which relate to the worker's feelings
of achievement, opportunities for professional growth, and
challenge. These are the ingredients which have power to
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increase output and worker satisfaction (Work and Nature of
Man) . The present study focused on motivation factors of
lay ministers in the Fort Worth Free Methodist Church.
Situational Theory. An article by Robert Tannenbaum and
Warren Schmidt in the Harvard Business Review, 1957, herald
ed the beginning of the most popular theory in situational
leadership. The theory states that different situations
call for different types of leadership. In its continuum
scale, allowance is made for the manager making the decision
and announcing it on one end of the scale to the manager
permitting subordinates to make the decision on the far
right of the scale. These four theories formed a base
from which I drew conclusions from my own project.
Other Studies
A 1972 University of Michigan study found that salary
made little difference in job satisfaction. The more impor
tant issues were having input and being "understood" by
management. This leads me to believe that most research
relating to job satisfaction in the professional world
should be applicable to the world of non-paid volunteers.
A survey reported in Leadership, a magazine for church
leaders, points out the concern of pastors for managing lay
workers. I believe our research shed light on this prob
lem.
A thesis by J. L. Eaves at Southwestern Baptist Semi
nary studied Sunday school teacher's expectations of their
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departmental leaders. Did they expect more direction from
their supervisors or less? Eaves found that, contrary to
his hypothesis, most teachers desired more supervision. In
my project, too, I tried to ascertain whether Fort Worth
Free Methodist Church (FWFMC) lay ministers felt they were
receiving sufficient supervision for their ministry and how
this affected their morale/job satisfaction.
Statement of Purpose
The following statement of purpose guides this re
search:
The proper leadership of lay ministers in the Fort
Worth (TX) Free Methodist Church will result in their great
er job satisfaction.
Definition of Terms
The following are some key definitions.
"Proper" as opposed to erroneous, presumptuous, insuf
ficient. In a positive sense, "proper" incorporates the
traits of leadership found effective by studies delineated
in this dissertation. These traits include respect for the
worker, desire for worker input, and ascertaining what
combination of direction and freedom is needed for each
worker.
"Leadership" refers to the management of four particu
lar ministries of the Fort Worth church; the mid-week Chris
tian Life Club (CLC) for youngsters grades one through six.
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Sunday school, a visitation team, and lay worship leaders
who assisted me in the Sunday morning worship service.
"Leadership" is not meant to imply that I did all the lead
ing as pastor. In the case of CLC and Sunday school there
were undershepherds elected by the church to direct these
programs. I worked closely with these two directors in
planning programs of intervention as part of this disserta
tion/project .
"Lay minister" is preferred over "lay workers" because
in each case these individuals had a ministry of undershep-
herd care to others in the church as opposed to maintaining
the physical plant. They were all volunteers.
"Job satisfaction" refers to whether or not they found
their ministry fulfilling. It also refers to whether or not
their position met a felt need in their life, for example, a
need to love and be appreciated by children. Our reading
indicated that if a volunteer's job did not meet a felt
need, job satisfaction levels would be low, and the person
would almost certainly quit.
Research Questions
Research questions (RQ) which guided this study are
three :
1. What is leadership? Under this RQ we considered
both secular and church leadership.
2. What factors determine job satisfaction?
3. How does leadership impact job satisfaction?
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Each of these research questions were discussed and
answered within the context of leading lay ministers in the
Fort Worth Free Methodist Church.
Instrumentation and Data Collection
Growing out of the literature on leadership, an
instrument was developed to measure the worker job satis
faction variables as follows: (1) whether or not their work
met a felt need, (2) did they take pride in their church,
(3) did they understand the goals of their departments, (4)
did their supervisor assist them in an understanding, caring
manner, (5) did they wish to continue for the long or short
term, (6) did they understand the ministry they were expect
ed to do, (7) were they discouraged, and finally, (8) did
they want more freedom or not to do their task the way they
saw best. This instrument/questionnaire was administered
the first time as a pre-test before any intervention
began and a second time upon conclusion of the four month
period of intervention. (The test is located in Appendix A).
Program of Intervention
By intervention we refer to the following program
designed to increase our lay minister's level of job satis
faction. Intervention took the form of (1) a monthly group
meeting with the four ministry groups, (2) at least one
supervisor-led semi-structured interview as delineated
below.
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I assisted the Sunday school superintendent and CLC
director in the planning of the group meetings, expecting
them to chair them. During the group meetings we discussed
the group's purpose and wrote a mission statement using
Management By Objective principles, i.e., the writing of a
purpose statement, establishing goals toward the fulfillment
of the statement, determining methods for reaching these
goals, and finally, agreeing on how this process shall be
monitored. The point of this was to foster job satisfac
tion through creating ownership of the respective minis
tries. I wanted these lay ministers to know that the pastor
truly respected and desired their input, and that the suc
cess of the program was in their hands. Finally, the re
spective group leaders and I would monitor the implementa
tion of specifics and the reaching or failure to reach
goals. On a smaller scale, a similar process was implement
ed with the two worship leaders and the visitation team.
The semi-structured interviews (see Appendix B) were
also an important part of the intervention. The serai-struc
tured interview does not limit the worker to a Yes or No
answer. It also encourages relationship building as the
supervisor interacts with and learns about the likes and
dislikes of the worker. Along with the pre-test/post-test
questionnaire, I anticipated much information and help from
these interviews. As in the Hawthorne experiment, they were
permitted to talk about whatever they wanted. However,
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initially they were encouraged to respond to two questions:
What brings you the most satisfaction in your ministry?
And, What do you find most frustrating? (See Appendix B
for full text) .
A Lay Minister's Sunday was planned to express the
church's appreciation. Certificates of appreciation were
given. I preached concerning the priesthood of all believ
ers, i.e., the biblical basis for lay ministry. That after
noon one of the group meetings took place, preceded by a
festive dinner honoring our lay ministers.
During this four month period of intervention, I as
pastor, and the departmental leaders, tried to be especially
sensitive to the needs of our lay ministers, particularly
through listening and encouragement. That was a primary
purpose of the interviews and the group meetings, however,
we wanted it to also extend beyond the interviews to infor
mal contacts we had with our lay ministers.
From a theoretical standpoint the intervention intro
duced "independent variables" into the organization's struc
ture to influence it toward a desired end. In our case,
that end was increased job satisfaction levels (JSL) for our
lay ministers. The independent variables (sometimes called
causal variables) of this project are discussed on page 14.
Drawing Conclusions
First, we drew conclusions by noting any changes
between the pre-test and post-test scores. Secondly, we
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drew conclusions by comparing the results of the semi-struc
tured interviews with the findings of the pre-test/post-
test. Information from both sources are presented in appro
priate graphs and cross-tabulations. Any patterns suggested
by age, ministry, length of service, are noted. Results are
compared with similar studies.
Subi ects
The Fort Worth Free Methodist Church has 58 members.
Fifteen of the 58 I designated as lay ministers due to their
role as teachers, officially appointed visitation team
members, and leaders of the morning worship service. The
break-down is :
Sunday school teachers 4
CLC teachers 5
Visitation team 2
Worship leaders 2
One person served in a dual capacity: Sunday school
teacher and worship leader.
Variables
According to Hersey and Blanchard, independent vari
ables (also called causal variables) are factors which "can
be altered by the organization and its management; they are
not beyond the control of the organization" (131). These
include leadership's philosophy, style, and strategy, as
well as organizational policies and structure. They become
the stimuli which determine dependent variables, i.e., the
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outcome of the organization which we'll look at momentarily -
In the case of this study I sought to operate with the
following independent variables:
1. Y Theory type leadership (as explained on page 4)
which respects the abilities of our lay ministers, especial
ly through seeking their input to the ministries they serve.
2. Management By Objective (MBO) procedures which
bring everyone into the determination of the organization's
mission goals, and procedures. We especially focused on the
MBO mode of purpose statement construction, with the subse
quent setting of goals (qualitative in preference to numeri
cal), how to reach those goals, and finally, how to keep on
course through the monitoring of the process.
3. Semi-structured interviews to find out how our lay
ministers thought and felt about their ministry and through
which our desire for their input is conveyed.
4. The love of Christ modelled by leadership. I
mention this as an independent variable because I fear it is
not sufficiently present much less modelled by local
church leadership. When that is true, I believe that worker
satisfaction is bound to be negatively affected. In my own
experience, sensing ray superior's Christ-like love for me
and the church has been a strong motivator concerning my
work for the Lord.
Concerning dependent variables, they represent, accord
ing to Hersey/Blanchard, the response to independent vari-
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ables. In industry these would include production, sales,
and profits. But for our project with lay ministers the
response we looked for in particular was an increase in
levels of job satisfaction manifested by a clearer vision of
their department's mission, a desire to continue long term,
more organizational pride, and a better understanding of the
ministry they were expected to render to the church. These
were measured quantitatively by comparing pre-test with
post-test results (see previous section concerning methodol
ogy) .
Delimitations and Generalizability
There were many facets of this subject which we had to
resist. These included pastoral care (although much pasto
ral care was involved in the project), lay training (al
though much lay training was also involved), and church
growth (although we hoped growth would result indirectly
from the results of our project). In looking at nearly two
thousand D. Min./Th.D dissertation titles in three different
seminary libraries, most seemed to deal with the above
(important) subjects. However, not one could be found that
dealt directly with leadership and its impact upon lay
worker job satisfaction--the two loci around which this
study rotated� even though this is a major concern in pri
vate industry.
Obviously the conclusions gathered from this study do
not necessarily apply to other churches-�they are only
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suggestive. Several more studies of a similar nature are
needed to see if results consistent with this study could be
obtained .
Overview
In Chapter 2 we will examine the literature in greater
detail which undergirds this dissertation/project. Particu
larly the manner in which it forms a theoretical framework.
We will also look at research design questions and condense
the information we have read concerning semi-structured
interviews in particular.
In Chapter 3 we examine the design of the study,
looking closely at research questions, population and sample
boundaries, instrumentation, data collection, independent
and dependent variables, control, and means of data analy
sis. (The actual data analysis will take place in Chapter
4).
In Chapter 4, the findings of this study are presented.
Graphs, tables, and figures are used. How the post-test
scores differ from the pre-test are noted. An analysis of
the semi-structured interviews is attempted looking for
patterns and then comparing them with what the pre and post-
tests tell us. Through it all we have tried to use as
unbiased and scientifically accurate language as possible.
In the concluding chapter (5) we seek to interpret the
findings mentioned in Chapter 4. Of special interest is the
study's hypothesis that leadership can raise job satisfac-
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tion levels among lay ministers. Do our findings revise, or
add to, the present knowledge in this field? What were the
study's limitations? Any unexpected findings? How do our
findings relate to previous studies? What are the practi
cal applications of the findings to my present ministry?
To the church at large? What further studies should be
undertaken?
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CHAPTER 2
Review of Related Literature
This chapter presents a review of my readings in areas
pertinent to this research: leadership and job satisfaction.
The marks of both secular and Christian leadership, theories
of leadership, the special needs of volunteers, and principles
of research design are explored.
What Is Leadership?
I have separated leadership readings into six areas:
(1) definitions of leadership; (2) characteristics of
leaders; (3) distinguishing marks of Christian leadership;
(4) Biblical models of leadership; (5) developing lay
leadership; (6) theories of leadership.
Definitions of Leadership
It is possible to read an entire book on leadership
without finding a succinct definition of what it is.
Nevertheless, some authors were obliging.
Warren Bennis and Burt Nanus talk about the "new
leader" and define him/her as one "who commits people to
action, who converts followers into leaders, and who may
convert leaders into agents of change" (3).
Lavern Snider says there are three elements necessary
for defining leadership: "a person who is out front, per
sons who are following, and a journey toward some destina-
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tion" (27). Putting these three elements into one state
ment, a leader "is a person who knows the direction he is
traveling toward a designated goal and is capable of en
listing and engaging others to participate in the goals..."
(27) .
Quoting Lawrence Appley then Hersey/Blanchard, George
Hunter opts for two brief definitions: "Getting things done
through other people" and "the process of working with and
through individuals and groups and other resources to
accomplish organizational goals" (1).
Russell Dilday, president of Southwestern Baptist
Seminary, during my interview with him, offered this
extemporaneous definition which bears repetition: "...noth
ing serves an organization better, especially during times
of agonizing doubts and uncertainties, than leadership that
knows what it wants, communicates those intentions, posi
tions itself correctly, and empowers its work force" (Dil
day interview) .
Max De Pree, CEO of Herman Miller, Inc., defines
leadership as "liberating people to do what is required of
them in the most effective and humane way possible" (1).
Characteristics of Effective Leaders
The following list is not meant to be exhaustive or
imply that every leader possesses all the characteristics.
Most are listed because they gave me a new insight into the
skills and gifts that are helpful in leading an organiza-
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tion .
Effective leaders esteem their workers. Jimmy
Treybig, founder of Tandem Corporation, states this charac
teristic well. He believes...
1. In the good intentions of all his workers.
2. The equality of people, workers, management and
company.
3. All company personnel, not just management, must
understand the company's purpose.
4. The company's success must be enjoyed by all.
5. Leadership must create an environment where all of
the above can take place (Peters and Austin 206).
Credited with revitalizing Teleflex, Bim Black has the
following beliefs about employees:
1. Treat people as people, not personnel.
2. If people understand mutual objectives they will
work hard to do the job well.
3. Don't overlook persons ego needs because they are
committed only to the extent they can fill these needs.
Here we hear echoes of Maslow's hierarchy of human needs
(reviewed in the latter part of this chapter).
4. The climate must be challenging and fun.
5. In an atmosphere of trust, people will put them
selves at risk, which produces growth, self-confidence, and
leadership (Peters and Austin 206).
Renn Zaphiropoulos of Xerox states his people-orienta-
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tion in the following terms:
1. "There is basically one killer of successful and
productive symbiosis, and it is contempt for the worker"
(Peters and Austin 207).
2 . Among things which show contempt are private park
ing spaces and executive washrooms.
3. Criticism must not include contempt.
Nancy Austin and Tom Peters, co-authors of A Passion
for Excellence would ask leaders these questions: "What is
your contempt/respect IQ?" (208) Have you fallen into the
trap of expecting undignified subservience? Do you really
believe in the equality of blue and white collar workers?
If yes, how do you show it? Does everyone know the com
pany's reason for existence/purpose? Have you asked anyone
to state it recently?
Leaders spend time with their workers. Austin/Peters
have observed that effective leaders spend 25-50% of their
time visiting shops, production lines, and back rooms.
Their presence says more than words can, about the impor
tance of what the worker is doing (208).
Leaders know how to foster cooperation. In his book
Top Performance Zig Ziglar has these concepts for getting
cooperation:
1. Realize you don't have all the facts or feelings
about everything.
2. Anyone can get along with those who agree with
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them. Good leadership involves getting along with and
getting results from those who don't agree with us.
3. Good leaders are able to see things from other
perspectives and sell the advantage of cooperation rather
than demanding it.
4. Effective leaders plan their projects carefully-
then choose the time and place when their ideas are most
likely to be accepted.
5. Successful leaders are open to variations and
improvements of their plans (35).
Russell Dilday fosters cooperation by sharing power
through "unit presidents", empowering each unit in the
seminary to run itself. "I think I've learned that people
who are given the bigger vision, when they feel it's theirs
and they are a part of it, then they respond a great deal
more enthusiastically than if you are telling them what to
do and what not to do" (Interview).
Researcher Chris Argyris speaks of a leadership style
which inhibits participation. Directive, authoritarian
leaders "who are more production-centered than people
centered, who focus on initiating structure at the expense
of concern for people, who create more dependence and
submissiveness on the part of their subordinates" (6) are
inhibitors of participation.
Leaders delegate. Hunter points out that leaders who
don't delegate assume the role of a practitioner as opposed
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to a leader (2). Ted Engstrom and Edward Dayton give five
reasons why leaders may hesitate to delegate:
1. For lack of faith in their subordinates.
2. For fear of competition from subordinates.
3. For fear of losing recognition.
4. For fear of their own weaknesses becoming evident.
5. For lack of time to train subordinates.
Engstrom goes on to state the correct way to delegate:
1. Select jobs that can be delegated and organize them
for turn-over.
2. Pick the right person (although he doesn't tell
how! ) .
3. Brief and motivate the delegate for this assign
ment .
4. Encourage them to be independent.
5- "Maintain supervisory control -- never relinquish
the reins" (165) .
Effective leaders plan effectively. Bennis and Nanus
define planning as the mechanism "through which the organi
zation identifies and evaluates new issues, designs and
considers alternative policies, generates a consensus about
appropriate actions, and provides legitimacy for major
changes in direction" (212). Russell Dilday upon assuming
the presidency of Southwestern Baptist Seminary, appointed
a vice-president of planning. The long list of accomplish
ments during his presidency relate in large part to his
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commitment to long range planning (Interview). However,
Engstrom cautions that dangers exist to overplanning by-
leaders that can "inhibit people's creativity and eliminate
a sense of participation" if they sense that everything is
already set in concrete. There should be an open-endedness
to plans which keep personnel alert and continually plan
ning (98).
Leaders have a feel for the future. Ron Smith CEO of
Harris Hospitals in North Texas is a good example of this.
Although hospitals and physicians upon whose support the
hospital depend in general do not like HMOs, Smith saw the
handwriting on the wall and Harris Hospitals developed
their own HMO. Twenty years ago when he noticed how down
town hospitals were losing business as many moved to the
suburbs. Smith encouraged the purchasing and/or building of
satellites in neighboring cities and counties. Harris was
also out in front in management information systems which
have kept their costs lower than most other hospitals.
"Ron has an uncanny knack for figuring out what has to
happen and how it will happen, including how you'll have to
change people to do it," says John Garvas, head of the
Dallas/Fort Worth Hospital Council (Fuquay 21). Today
Harris is considered superior to any other hospital in
Texas .
Warren Bennis in On Becoming a Leader gives the
following characteristics of effective leaders:
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They master their context ... rather than giving into
the context and accepting the status quo. He cites Norman
Lear who mastered TV producing for twenty years when five
years was considered a career, by doing original things,
made possible by a belief in himself and a "guiding vision"
(36).
They have a passion for what they do. "The leader who
communicates passion gives hope and inspiration to other
people", says Bennis. (40).
They possess integrity. This integrity flows from
candor, self-knowledge, and maturity. He defines maturity
as growing through following.
They have a curiosity. . .which wonders about every
thing.
They are daring. Failure does not worry them. They
"embrace errors, knowing [they] will learn from them" (41).
Max DePree is CEO of Herman Miller, Inc., named by
Fortune magazine as one of Americas 's ten best managed and
most innovative companies. He is also a Christian leader
without apology and believes his faith should result in a
humane, worker oriented style of leadership and company.
He offers these insights into leader's qualities:
Great leaders invent themselves. Warren Bennis
agrees with DePree and says, "What distinguishes the leader
from everyone else is that he takes [everything] and makes
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himself � all new and unique" (68). We are our own best
teacher in this regard, he maintains, teaching that comes
from reflection on our past experiences.
Great leaders are measured by the lives of their
followers . Are their followers achieving their potential
under their leadership? Learning? Serving? Changing with
grace? Managing conflict?
Leaders leave behind assets and a legacy. This im
plies taking a job for the long run. It includes providing
physical assets, but just as importantly, providing insti
tutional values that will remain after he is gone. Leaders
also leave behind other leaders they have helped develop to
take their place.
Leaders manifest and model maturity. This is done
through a sense of self-worth, expectancy, equality, and
accountability .
Leaders provide and maintain momentum. How he defines
this momentum may surprise some. "It is the feeling
among a group of people that their lives and work are
intertwined and moving toward a recognizable and legitimate
goal." The leader is responsible for creating that "feel
ing" (50).
Leaders take much responsibility for organization's
effectiveness . This is DePree 's most daring contention.
When the group we lead is incompetent don't we assume it
may be some other factor than ourselves? President Tru-
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man's "The buck stops here" is pertinent to his point. The
leader assures effectiveness by helping subordinates to
reach their potential and by making room for others to lead
in the organization beside him/herself.
Leaders develop and defend civility and values. As
one learns to expect of DePree and other effective leaders,
this civility and value relates primarily to treating
people fairly up and down the organization, and doing what
is healthy for the group rather than what is fashionable.
Leaders insure communication with all parts of the
organization. Withholding of needful information stymies
morale and effectiveness. Information is a form of power
which must be shared with all.
Leaders understand and appreciate diversity. Locking
every worker into robot-like roles does disservice to them
and their company- Diversity permits everyone to make a
unique contribution to the corporate effort. David McKenna
calls for the same appreciation of diversity in behalf of
pastors, each one who brings differing but equally impor
tant gifts to his/her ministry (37). With this we end Max
DePree 's insights, and move on to look at one final leader
ship characteristic...
Leaders are agents of change. When established ways
of doing things are no longer effective, leaders take on
one of their biggest challenges: changing the organiza
tion's way of doing things, procedures, values, etc.
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Killing management or worker's sacred cows is never easy,
Engstrom and Dayton offer these guidelines (47-50):
1. Don't hurry. Go slow enough to let others adjust
to the change.
2. Look for an entry point. This is likely to be a
point of dissatisfaction where there is general agreement.
3. Involve as many people as possible. Involving
others results in wider ownership and better solutions than
you can come up with alone. Here Dilday comments: "You
don't do it by fiat or declaration from the president. You
do it by having people own the plan and being convinced
that change is necessary" (Interview).
4. Divide it into steps rather than trying to do it
all at once.
5. Build in success points. In the early stages
succeed with something that has high visibility.
6. Affirm progress by rejoicing over each victory,
even small ones. To affirm progress it must be agreed in
advance what the indicators will be.
7. Plan for adequate resources. Otherwise people will
be skeptical of ever reaching the goal.
How Important Are Leadership Traits?
To what extent do leadership traits (such as those
mentioned above) determine leadership success? Morgan
McCall and Michael Lombardo examined differences between
leaders who made it to the "top" and those who were de-
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railed just before getting there. They found that both
groups were a patchwork of strengths and weaknesses, but
the "losers" seemed to have one or more "fatal flaws"
(Hersey and Blanchard 90). These included insensitivity to
others, a bullying style, betrayal of trust, playing poli
tics, inability to delegate or build a team concept, and
overdependency on mentor. The most frequent cause was
insensitivity to others, but the one unpardonable sin was
double dealing/betrayal of trust.
Douglas McGregor states that before the 1930 's it was
assumed that leadership ability was inherited and much time
was spent on identifying traits of leaders, not so others
could learn them, but so that leaders could be identified.
"The personality characteristics ... are not unimportant, but
those which are essential differ considerably depending
upon circumstances" (181). These "circumstances" can be
grouped into four variables: "(1) The characteristics of
the leader; (2) the attitudes, needs, and other personal
characteristics of the followers; (3) characteristics of
the organization -- each has its purpose, its structure,
the nature of the task to be performed; (4) the social,
economic, and political milieu" (182). All this means that
leadership is not a personal "property" but rather a com
plex relationship among the above variables. Gary Yukl
agrees: "It is now recognized that certain traits increase
the likelihood that a leader will be effective, but they do
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not guarantee effectiveness, and the relative importance of
different traits is dependent upon the nature of the lead
ership situation" (Hersey and Blanchard 88). Hersey/Blan
chard believe that consistently successful managers adjust
their style to the demands of differing situations. When
we come to my reading in leadership theory we will look in
more detail at Situational Theory in leadership.
Developing Leadership
Are leaders made or born? The answer would seem to be
Yes! Authors invariably assume that although some desir
able leadership traits come naturally, even those can/must
be honed, and traits that are lacking can be acquired to at
least a degree.
Developing our own skills. Snyder has no doubt that a
minister can grow in leadership through "practice, reflec
tion and renewed determination" (15). Bennis and Nanus say
that all effective leaders are marked by their proficiency
at learning from their experience and that much learning
took place in association with informal mentors. David
McKenna credits much of his leadership to a mentoring
relationship with Dr. James Gregory, president of Spring
Arbor College when McKenna was on the faculty there (31).
But ultimately, for the Christian leader Christ is his/her
mentor and model. "As our model ... Jesus shows us who we can
be; as our mentor... He leads us into what we can know"
(28).
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Developing the skills of others. Bennis and Nanus
imply that leadership is quite naturally developed in an
atmosphere where good leadership is being given. Good
leaders nurture those under them to be good leaders through
their willingness to share power, delegation, and encour
agement. "If the leader is seen as ... effective ...others
will emulate that model, much as a child emulates a parent
or a student emulates a teacher" (205). Intel corporation
developed their own university level program which is paid
for, taught, and taken by the leadership and employees
alike (149). From top to bottom Intel expects people to
improve their skills, to fulfill their potential. Such an
atmosphere is a boon to leadership development. Max DePree
is a great believer in what he calls roving leadership.
Roving leaders are those in an organization who step for
ward naturally in special situations to see that the job
gets done. DePree believes that hierarchical leaders
should respect, encourage and empower this type of leader.
It works in a setting of interdependence where trust levels
are high. This concept develops leadership by saying in
effect, "If you see something that needs to be done, don't
be afraid of getting your hands slapped by exercising some
leadership" ( 49 ) .
Leadership Versus Management
Is management and leadership the same thing? If not,
how do they differ? George Hunter throughout his article
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"Crash Course in Principles of Management" uses the terms
interchangeably. Others make a big deal out of the differ
ences. One such is Warren Bennis who makes these distinc
tions: "The manager administers; the leader innovates. The
manager is a copy; the leader an original. The manager
maintains; the leader develops. The manager relies on
control; the leader inspires trust. The manager has a
short-range view; the leader, long-range. The manager asks
how and when; the leader what and why. The manager has his
eye always on the bottom line; the leader, on the hori
zon. The manager imitates; the leader initiates. Managers
learn through training; leaders through education" (45).
Peter Wagner believes that the spiritual gift of
leadership mentioned in Romans 12:8 is different from the
gift of administration mentioned in I Corinthians 12:28
because in the original language they are two different
words. He goes on to define the difference in a similar
way as Bennis (see above). He also observes that pastors
who see themselves as leaders rather than administrators
are more likely to see growth. Administrators are likely to
be maintenance oriented. But few pastors are strictly one
or the other, but rather a mix (88).
Granting that leadership and management overlap but
have areas of difference, what is the managers task? Dennis
P. Slevin explains POSDCORB in Management Principles for
Non-Prof it Agencies and Organizations.
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1. P is for Planning. Good managers plan well, and
use Management By Objective tools. (We will examine MBO in
chapter three under Research Design) .
2. Organization is defined as "the establishment of a
formal structure of authority through which sub-divisions
are arranged and co-ordinated" (12).
3. Staffing involves training, motivating and main
taining staff. Also includes development of job descrip
tions .
4. Directing is making decisions and leading subordi
nates. Successful directors get good information and
delegate well.
5. Coordinating means integrating all the various
parts of the manager's task.
6. Reporting: informing both supervisors and sub
ordinates of what is going on through bulletins, annual
statistical reports, and reporting monthly to supervisory
board.
7. Budgeting is an unpleasant task for many managers.
Monthly updates important to show how expenditures are/
aren't on schedule (12).
Distinguishing Marks of Christian Leadership
Christian and secular leadership have much in common
and Christian leaders can learn much from secular studies
and vice versus. In the following section we will look at
areas in Christian leadership which lack exact counterparts
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in the secular world of leadership.
Definition of Christian leadership. Engstrom and
Dayton give us a succinct definition: "It is leadership
motivated by love and given over to service. It is leader
ship that has been subjected to the control of Christ and
his example" (27). They observe that Christian leadership
differs from secular primarily in its motivation.
The spiritual element in Christian leadership. "Spir
itual leadership is a blending of natural and spiritual
qualities", says J. Oswald Sanders. While secular leaders
influence by the power of their personalities, the spiritu
al leader does not influence solely through his own power
but by that "personality irradiated, interpenetrated, and
empowered by the Holy Spirit" (36). Sanders goes on to
make the following comparisons between natural and spiri
tual leadership:
"Natural versus Spiritual Leadership
Self-confident Confident in God
Knows people Also knows God
Makes own decisions Seeks to find God's wil
Originates own methods Finds and follows God's
methods
Enjoys commanding others Delights to obey God
Ambitious Self-effacing" (38)
The spiritual nature of Christian leadership appears
full force in Acts 6:3: "Select from among you, brethren.
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seven men of good reputation, full of the Spirit and of
wisdom, whom we may put in charge of this task." Good
reputation and wisdom are consistent with secular/natural
standards of leadership. Fullness of the Holy Spirit is
solely a Christian standard for leadership.
Wesley Duewel says the mark of Christian leadership is
love: "You can lead without loving, but it is not genuine
Christian leadership unless you are marked by a Christlike
love" (95). He also highlights a passion for Christ as
another pre-requisite for Christian leadership: "Such a
passion sets a leader apart from all others" (99). Other
marks of the Christian leader include a righteous life,
service to others, the fruit of the Spirit, and integrity
of word, ethics, and finance. Finally, "If you as leader
should be ahead of your followers in anything, you should
above all be the model and leader in prayer" (213).
There are four qualities which "form the vortex of
effective ministry" (38) according to Norman Shawchuck and
Roger Heuser. They are: (1) Childlikeness in which "Jesus
calls religious leaders to childlikeness that they may
learn to allow God to carry them through the tough places,
to teach them the lessons they need to learn, and to imbue
them with the playful creativity needed to lead the congre
gation into an unknown, and often uncertain, future" (31).
(2) Impoverishment by which they mean the way of the Cross
� "to desire littleness and nothingness, obscurity and
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benign respect, in a world obsessed with possessions and
positions" (33). (3) Servitude in which we commit our
selves to meeting the needs of our people. (4) Self-exami
nation in which we regularly probe our purpose for doing
what we do, our inner motives.
The Christian leader's call. "Jesus offers us a
covenant, not a contract", says David McKenna (25).
Herein lies a major difference between secular and Chris
tian leadership. Dilday sees this covenant relationship
that a pastor or seminary president has with the church or
seminary resulting in a higher motivation for both leader
and those led than possible in a contractual relationship.
Dilday speaks of God's call upon his life to Christian
leadership in glowing terms: "...the driving force that
keeps me going, ...constant, still bright..." (Interview).
In this call, Christ's expectations demand sacrifice
and repeated testing. The testings are not punishment but
are "meant as a graduation to even greater faithfulness and
effectiveness" (Shawchuck and Heuser 63) as seen in Abra
ham, Joseph, and even Jesus. Sanders echoes the same: "To
everyone entrusted with spiritual leadership, searching
tests are bound to come" (159). These tests involve our
response when tempted to self-aggrandizement, challenge by
jealous rivals as with Moses, how we face impossible situa
tions and failure.
We are sustained in our call to leadership by God's
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anointing and grace (Shawchuck and Heuser 61), including
the grace of joy (John 15:11, Gal. 5:22); the grace of
suffering (Mark 8:31, Romans 8:17); and the grace of power
(Eph. 3:20).
Christian leader as follower. Dilday and McKenna both
stress that church leadership must be by persuasion rather
than fiat. Unlike corporations where strict hierarchy
prevails, churches are like hospitals or universities in
which the doctors and professors are colleagues with their
leaders. It will often be wise to follow effective lay
leadership in the church rather than hold tightly to pasto
ral prerogatives. McKenna gives six principles that help
us know when to follow and when to lead:
"First, follow in your strength, lead in your weak
ness." This surprizing statement is illustrated by the
pastor strong in administration but weak in visitation who
hires a minister of visitation to cover his weakness. But
soon his sermons are not hitting targets because he lacks
contact with his people.
"Second, follow among leaders, lead among followers."
If there is strong and capable lay leadership, the pastor
will have to be content with more following, less leading,
or find another church.
"Third, follow in calm, lead in crisis." Church life
consists of (hopefully) long periods of calm interrupted by
periodic crisis. The wise pastor will step quickly forward
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during the crisis to steady the helm of the faltering
congregation. The congregation will accept this if he has
been a team player during the calm.
"Fourth, follow in planning, lead in administration."
Laity must be included in the planning and goal setting of
the church. The pastor then implements those plans through
staffing, delegation, and coordination.
"Fifth, follow in procedure, lead in principle."
Bottom line: compromise on matters of timing, procedure,
and wording, but never on matters of biblical principle.
"Sixth, follow with people, lead with things." The
minister should use things and develop people, never vice
versa ( 96 ) .
Biblical Models of Leadership
Moses as leader. From Exodus 18:13-27 we notice
Moses' competence -- by way of Jethro's instruction -- in
the following areas of leadership: Observation and person
al inspection, verse 13. Ascertaining facts, verse 14.
Conflict resolution, verse 15. Judgement, verse 17. Repre
senting people before God, verse 19. Teaching, delegation,
and giving authority to subordinates, verse 20. Chain of
command, verse 21. Leader as learner and listener, verse
24.
In Exodus 32:32 we see Moses compassion as a leader:
"But now, please forgive their sin -- but if not, then blot
me out of the book you have written."
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In Hebrews 11:25 we see the depth of his commitment as
leader: he turned his back, on the pleasures of Egypt choos
ing to "be mistreated along with the people of God."
The Prophets . Patrick D. Miller in the Asbury Theo
logical Journal cites prophets as examples of what biblical
leadership entails.
In Amos chapter seven, the prophet is pitted against
Amaziah who sees himself as a representative of the estab
lishment. Amos sees himself as the representative of the
"reign of God" (54). The biblical leader avoids alignment
with the status quo when it conflicts with the reign of
God.
In II Kings 5:1-19, Elisha bids Naaman to "go in
peace" . Never mind that Naaman will have to attend heathen
worship ceremonies with his boss. Here is a biblical
leader who used judgement sparingly. Miller calls him the
first non-directive counselor.
In Ezekiel 33:7-9 the leader is seen as a watchman who
must warn the wicked person of the consequences of his/her
ways. Thus, preaching/leading must be accompanied by
individual attention.
Lastly, in I Kings 19:9-18 pictures the fleeing,
burnt-out Elijah. But God renews his call and sends him on
his wOay, with little sympathy given. Thus, the called
leader does not give up easily or wallow too long in de
pression and self-pity.
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Christ . Engstrom mentions Mark 10:45 as the defining
statement of His leadership: "For the Son of man also came
not to be served but to serve, and to give his life as a
ransom for many." Sanders points out two principles Jesus
emphasized to his disciples concerning leadership in the
Kingdom: (1) Kingdom leadership is a matter of sovereign
appointment (see Mark 10:40). No amount of leadership
training automatically confers spiritual leadership. (2)
Spiritual leadership involves suffering (see Mark 10:38).
It is not an easy road of exaltation, but a road of ser-
vanthood and drinking the cup that he drinks . Marks of
Jesus' own leadership include: dependance in which Jesus
voluntarily empties himself (Phil. 2:7); divine approval
(Isaiah 42:1); modesty (Isaiah 42:2); empathy (Isaiah 42:
3); optimism (Isaiah 42:4); and anointing (Isaiah 42:1)
(Sanders 31-34).
New Testament/Epistles. Engstrom calls I Timothy 3:1-
7 "a key passage stating the qualifications of leaders"
(45). Here the Christian leader is one who is above re
proach, married to one woman, temperate, sensible, well-
behaved/dignified, hospitable, qualified to teach others,
not given to drinking, gentle, conciliatory, not after
money. He\she manages their own house well, raising re
spectful children. Is a mature Christian rather than a
recent convert, and enjoys the respect of outsiders.
Wagner believes the New Testament calls for "both
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strong leadership and obedient followership" (109) citing
the following passages: John 10:2-4, I Thessalonians 5:12-
13, Hebrews 13:17, and I Peter 5:2-3. He charts these
verses in the following manner:
Role verbs for pastor
The shepherd:
enters by the door
calls his sheep
by name
leads them out
goes before them
Those who labor among
you :
labor
are over you
admonish you
Those who have rule:
have rule
watch out for souls
give account
The elders among you:
shepherd
serve as overseers
not being lords
Role verbs for people
The sheep:
hear his voice
follow him
know his voice
Brethren:
recognize them
esteem them
love them
be at peace
Hebrew believers:
obey
submit
let them do it
joyfully
The flock:
entrusted to the
pastor
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being examples (110)
Such a study convinces Wagner that pastors must give
loving, authoritative leadership to their churches. Like
wise, churches must give reasonable followership. Of
course, the scriptures give no case for tyrannical leader
ship. Wagner sympathizes with any pastor who follows such
a leader. Engstrom tells us what New Testament leadership
is not, using Luke 22:24-27: (1) It is not political power-
play in which one person seeks pre-eminence; (2) It is not
authoritarian attitude such as the Roman monarchs wielded;
(3) It is not cultic control but rather service (diakonos.) .
He concludes: "New Testament leadership is not flashy
publiOc relations, but humble service to the group. The
work of God is to be carried on by spiritual power, not
personal magnetism, as Paul clearly portrayed in I Corinth
ians 1:26-31" (48).
Developing Christian Lav Leadership
Leadership development is especially important in
evangelical churches because of our commitment to the
priesthood of all believers, says Bill J. Mower (Leadership
61). He also believes that increasing a church's paid
professional staff may only widen the gap between ministers
and laity -
Roy C. Price in Leadership magazine gives four reasons
why pastors should be involved in training their laity for
ministry: (1) Personal relationships with our laity are
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deepened, relationships which spell success or defeat for a
pastor. This requires spending time with them in disciple-
ship training. (2) As we teach from the Word our spiritual
relationship with our people is also strengthened. (3) It
equips them for ministry. (4) It improves our communica
tion with our laity (63).
Sanders points out that our Lord spent three years in
training his disciples, thus calling attention to its
importance and his patience in discipling (181).
In a D.Min. dissertation, Ronald Denton comments
concerning the various churches he has pastored: "The
single greatest need in most of these places...was for
better-equipped and more highly motivated lay leaders" (1).
He goes on to mention four reasons why there is a lack of
lay leadership development: (1) Lack of commitment to the
Lordship of Jesus Christ. (2) Due to poor self-image,
people commonly underestimate their potential and abili
ties. (3) Fear of failure and of public embarrassment. (4)
Training opportunities are promised but never materialize
(3). Through his dissertation project, Denton learned that
training programs should be heavy on didactic and learner
involvement and light on sermonic and monologue. Sessions
work best if informal (74). Goals for a lesson should be
stated at the beginning. Principles taught were: motiva
tion of others, communication, planning, selection of
workers, supervision of others, delegation, problem solv-
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ing, decision making, training of workers, evaluation.
Jirainy P- Crowe's Church Leadership Handbook has a similar
but shorter list: communication, group leadership, plan
ning, lesson preparation, visitation, and witnessing.
Crowe gives the following advice for determining the
shape a church's leadership training program should take:
(1) List your possibilities for growth. (2) List present
number of organizational units. (3) List present num
ber/names of leaders. (4) List new units needed. (5) New
leaders needed. (6) What training is needed by these new
leaders? For those in general overseer positions, such as
Sunday school superintendents, he believes four areas of
advanced training are important: (1) Self -understanding:
What are my strengths, weaknesses, gifts? Strengthening
self-image by understanding who I am in Christ. (2) Under
standing goals of their departments. (3) Understanding age-
group needs. (4) Developing leadership skills.
Jan Chartier offers many insights into lay leadership
training. Jesus is the model leader as a (1) seeker of
biblical truth; (2) person of prayer; (3) obedient to God's
will; (4) spoke clearly and directly to people; (5) con
fronted unjust, uncaring ways; (6) had a keen sense of
servanthood. The meaning of the spiritual gifts in Romans
12, Ephesians 4, I Corinthians 12, 13, and I Peter 4 must
be considered, although she considered them "illustrative
rather than exhaustive" (21, 22). Since the Spirit blows
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where he wills, "Surely the Spirit will give the gifts that
are necessary to be and to do what God has intended" (33).
Chartier believes that leadership training in the
church begins in childhood, when we soon grasp important
concepts as "power, control, cooperation, manipulation,
persuasion, submission, rebellion, defiance, and assent."
In middle grades, through church clubs, sports and
various other church sponsored activities children enter the
arena of following and leading their peers. Teens ask
themselves. How much will/should I try to influence others?
How much should I let others influence me? Young adults
begin to assume leadership at job, church, and within their
families. In mid-life people reach the peak of leadership
opportunities, may become overloaded and loose their focus.
Seniors have to strike a balance between giving up some
leadership and retaining enough for their sense of well-
being. Churches aware of the above will nurture leadership
at all of these levels (43-45).
Barriers to leadership recruitment include lack of
available time; pluralism by which Chartier means living in
a society with many options for ones free time; depletion -
- when so many today are involved in service jobs dealing
with the public all day, they are too emotionally drained to
become involved in lay leadership in the church in their off
hours; and finally low self-esteem in which persons don't
believe they can lead.
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Pastor's relationship to lay led programs. Kenneth
Gangel has good advice for pastors concerning their respon
sibility to church programs led by local laity: (1) Inspec
tion -- know what is going on. "Entire congregation should
know that the pastor has interest in the educational pro
gram" (254). (2) Inspiration � "...a satisfying program
can never be developed if he/she does not lend his support
and influence to constant improvement" (254). (3) Integra
tion � pastor coordinates efforts of entire church staff,
all the more so if there is no professional, paid departmen
tal leadership. (4) Finally, "When an effective pastor
leaves a church, he leaves behind a trained leadership that
is more competent" than when he came (258). Lindgreen and
Shawchuck add: "In order to activate all the people power
in a church, the pastor must seek to provide a wide variety
of program service opportunities to which individuals and
groups can commit themselves in keeping with their own
Christian experience and interests" (33).
Theories of Leadership
I have isolated four theories of leadership that seem
especially relevant to this study- They are Hawthorne
Theory, Theory X and Y, Motivational Hygiene Theory, and
Situational Theory.
Hawthorne Theory. Out of this ten year experiment
(begun 1927) grew the theory that workers are more produc
tive if given a say in how to do their work. Prior to this
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time workers were directed by managers who made all the
decisions with little or no consultation with employees.
Originally designed to study the affects of lighting on
productivity, before it was finished the Hawthorne experi
ment had stumbled onto a variety of other factors impacting
worker effectiveness and satisfaction. Hersey and Blanchard
called it one of the "most exciting and important research
projects ever done in an industrial setting" (51). Clifford
Mayo supervised much of the study and developed the resul
tant theory. His research was reported in The Human Problem
of an Industrial Civilization. Six experienced female
workers were initially involved. Two weeks prior to the
experiment records were kept of their production rates while
assembling telephone relays. Then subsequent changes were
made, such as increased pay, five minute breaks at 10:00
A.M. and 2:00 P.M., later extended to ten minutes. Eventu
ally food breaks were introduced, lengthening breaks to
fifteen minutes. But even with the longer break time work
productivity kept increasing as it did with the implementa
tion of all previous changes. Next, every other day work
was stopped one-half hour early. Even then production
increased. Each change was discussed in advance with the
ladies. Then all these positive changes were called off.
Remarkably, weekly output rose even higher. Refreshment
breaks were begun once again. Productivity continued to
rise. The research was done with an exactness which includ-
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ed the recording of temperature and relative humidity of
work place, health exams every five or six weeks, investiga
tion of social and home environs, interviews with operators,
and recording of their remarks on the job. Mayo reports
that "at no time in the five year period [of this phase of
the experiment] did the girls feel they were working under
pressure; on the contrary they invariably cite the absence
of this as their reason for preferring the test room" (71).
How does Mayo account for this continuous improvement of
performance regardless of changes made? He cites the relief
from constraint, consultation with workers concerning the
changes, kindly supervisors who considered welfare of
workers, and a feeling of being special because they were
chosen for the test. He found that workers find it "diffi
cult to persist in action for an end he cannot ... see" (119).
Following this initial phase of study with the six
member team, interviews were begun with over 20,000 Western
Electric workers, to duplicate if possible the positive
results engendered by showing sympathetic concern for the
lives of workers. Mayo's group found that a structured
question and answer type format was useless for the informa
tion they wanted. Workers were allowed to talk about what
ever they wanted. Two primary results proceeded from the
interviews: (1) They were therapeutic as workers were able
to "unload" and as they realized their suggestions for the
company were be taken seriously. (2) They found that "in-
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terpersonal relationships that are developed on the job, not
just pay and working conditions" determined productivity
(Hersey and Blanchard 53).
Theory X and Theory Y. Douglas Mc Gregor developed
Theory X and Theory Y in part, to explain the findings of
the Hawthorne experiment. Theory X assumes the following
concerning employees :
1. Most people dislike work and will avoid it if possi
ble.
2. Because of their dislike of work, most workers must
be coerced, controlled, carefully directed, and even threat
ened to get their job done.
3. Workers want to be directed, avoid responsibility,
and want security above all.
Theory Y rejects the above by answering: "People de
prived of opportunities to satisfy at work the needs which
are now important to them ( self -fulfillment , appreciation,
self-respect, autonomy), behave exactly as we might predict
� with indolence, passivity, unwillingness to accept re
sponsibility, resistance to change, willingness to follow
the demagogue, unreasonable demands for economic benefits"
(42). Theory Y goes on to state its own assumptions about
employees :
1. Mental and physical effort is as natural for persons
as play and rest.
2. Threats are not the only way to motivate people.
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They will motivate themselves when committed to the objec
tive of the organization.
3. Commitment to objectives results from their ego and
self -actualization needs being met and general sense of
achievement .
4. The average human being, under positive conditions,
will learn not only to accept responsibility but also to
seek it.
5. The ability to exercise imagination and creativity
is widely, not narrowly, distributed in the population.
6. Presently in most industries the intellectual poten
tial of most employees is under-utilized (47, 48).
Mc Gregor, according to Hersey and Blanchard, drew
heavily from Maslow's hierarchy of needs (which I will
review later) . They go on to say that one should not assume
that Theory X is all bad and Theory Y all good. In reality a
manager who believes in Theory Y may have to use Theory X
methodology because some workers may not be as highly moti
vated as Y assumes (Hersey and Blanchard 55). Or a manager
may have to use Theory X assumptions until workers are ready
for Theory Y. Hersey/ Blanchard cite an experiment illus
trating how the latter can be accomplished. Twelve women
who worked assembling a small segment of a radio were asked
to take responsibility for putting together the entire
radio. They were permitted to do this in the manner they
thought best, as opposed to a supervisor telling them.
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Furthermore, they were given the responsibility of packaging
the product, then signing their name to it. Any complaints
from customers concerning the unit had to be answered by
that particular worker. At first productivity dropped off,
but by the eighth week started to rise. By the fifteenth
week it was higher than ever and this without the help of
inspectors, packers, and industrial engineer as before.
Letters of complaint dropped 96 per cent (62).
Chris Argyris did much research verifying Theory X and
Y and tried to train X managers to become Y managers . He
believed that X managers tried to hide their incompetence
behind X Theory beliefs. He found it difficult to move
leaders from X to Y in an exhaustive study involving 163
meetings/interviews in which 45,000 units of behaviour were
recorded. Before such a change can happen, managers must
internalize belief system of Y. He advised allowing ample
time for this to occur (Management and Organization) .
Motivation/Hygiene Theory. Expounded by Frederick
Herzberg, Motivation/Hygiene Theory contends that workers
have two different categories of needs "that are essentially
independent of each other and affect behavior in different
ways" (Hersey and Blanchard 64). The first category of
needs he called hygiene or maintenance factors, the second
he called motivators. Hygiene factors produce no growth in
worker output. These factors include company policies,
supervision, job security, administration, working condi-
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tions, money, interpersonal relations, and status. They
only prevent loss in performance � that is why Herzberg
more recently has called them the maintenance factors.
The second category of needs, the motivators, involve
feelings of achievement, responsibility, opportunities for
professional growth, and challenge. These factors are the
ones which can increase output and worker satisfaction.
Scott Myers in an extensive study at Texas Instruments
has shown that the Herzberg theory "is easily translatable
to supervisory action at all levels of responsibility"
(Hersey and Blanchard 65). M/H Theory believes there is
much management can do to motivate the worker and insure
his/her job satisfaction. It is the opposite of Theory X.
Herzberg decries the waste in human terms brought on by
industry assembly lines which deny worker's needs for pro
fessional growth and mental challenge, and reduces everyone
to the lowest common denominator. "Using only the minimum
in a man's repertory of behavior was, in a sense, amputating
the rest of his capabilities" (Herzberg 56). Argyris demon
strated this point by bringing in mental patients to do a
routine factory job. Production rose 400 per cent (59)!
Some have criticized Herzberg' s study because it was
restricted to accountants and engineers (two hundred from
eleven industries in Pittsburg area), and because "psycho
logical research is more suspect than research in the hard
sciences" (112). But subsequent studies, particularly by
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Robert N. Ford, have verified Herzberg' s conclusions in
thirty or more replications (25). In one experiment by
Ford, 104 young women who answered customer complaint let
ters, and another group of sixteen who took telephone calls
from customers were studied. Divided into five groups, the
jobs of groups I and II were "vertically loaded", meaning
that motivating factors were injected. These included (1)
taking away some controls to give them more freedom while
still maintaining their accountability; (2) increasing
accountability for one's own work; (3) giving workers an
entire natural unit of work to perform rather than just a
part of a unit; (4) having workers sign their own name to
letters responding to customer complaints. The other three
groups continued as normal. None of the groups including
their immediate managers new that a research project was
being done since the study was put in place by upper level
managers. The results are impressive. There was immediate
improvement in the Customer Service Index. Personnel turn
over was greatly reduced in I and II but remained the same
in III, IV, and V- Absenteeism dropped from 2.0 per cent to
1.4, but increased in the status quo groups (2.0 to 2.3).
Production levels were higher. Management was more than
willing to change all units over to the same procedures when
made aware of the results of the study. Follow-up inter
views were done which showed that management now had more
time to help workers since the workers themselves were doing
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jobs previously done by management. Certain problem workers
were now among the most reliable (35).
Situational Theory. An article by Robert Tannenbaum
and Warren Schmidt which appeared in the Harvard Business
Review, May-June, 1957, heralded according to Hersey and
Blanchard "one of the initial and certainly one of the most
significant situational approaches to leadership" (Hersey
and Blanchard 106). It addressed in a way that people could
readily understand the problem of how to be democratic with
employees but still maintain necessary authority and con
trol. The theory is well-named, for as the name implies,
different situations call for different responses on the
manager's part. In their continuum, allowance is made for
the manager making the decision and announcing it on one
end, all the way to the manager permitting subordinates to
make the decision on the other end. How does the leader/
manager choose where to operate on the continuum? There are
four factors he/she must consider:
1. Forces in him/herself ... relating to his/her value
system, confidence level he/she has in employees, how much
ambiguity can be endured, and his/her own comfort level with
regard to directive/non-directive style of leadership.
2. Forces in the employee. Greater freedom can be
extended to employee decison making if they have high needs
for independence, are interested in the problem, are sympa
thetic with the goals of the organization, have the neces-
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sary knowledge and experience, and have come to expect
involvement in decision making.
3. Forces in the situation. Some organizations expect
more directive managerial behavior than others. Some em
ployee groups function well together, some less so, or not
at all. The amount of information needed to solve the
problem often dictates how much employee freedom is possi
ble. Time pressures may force a more directive style.
4. Forces outside the situation. These forces are
increasing rapidly- They were not even mentioned in Tannen
baum and Schmidt's original article. They increase the
complexity of leadership. They include expectations fos
tered by race and gender equality, the international scope
of many companies, and a growing distrust of bureaucracy
(Harvard Business Review 162+) . The nice thing about situa
tional leadership style is the flexibility it affords. The
manager is not left to force the same style of leadership on
every situation. It has spawned other leadership methods
including One Minute Managing and Hersey/Blanchard' s Tri-
Dimensional Leader Effectiveness model (Hersey and Blanchard
116) .
Trianqulation . Raymond Gordon in his book Interviewing
gives this long but enlightening definition of triangula-
tion: "Often the nature of the problem under investigation
demands a math-method approach because the various methods
give totally different kinds of information that can supple-
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ment each other, because we do not know how to interpret
some of the information unless we can couple it with other
information, or because we need a cross-check to verify the
validity of our observations" (12). It is in this manner
that we shall use the four leadership theories that we have
featured in this section. They become invaluable tools and
measuring rods for our study on the relationship between
church leadership and lay job satisfaction.
Leadership and Volunteers
The literature review of this section proceeds under
the following headings: (1) The Scope of Volunteerism, (2)
Why People Volunteer, (3) Recruiting Volunteers, (4) Manag
ing, Motivating, and Retaining Volunteers, and (5) Getting
the Most From Volunteers.
The Scope of Volunteerism
According to a Gallup Poll reported in Parks and Recre
ation magazine, 45 per cent of Americans volunteered an
average of 4.7 hours a week worth 150 billion dollars for
the year studied (5). Since 1987 (the year of study just
cited), volunteerism has increased 23 per cent, according to
Vogue magazine (213). In the most recent study I could
find. The Journal of Volunteer Administration reports that
the total dollar value of volunteer work is now worth 176
billion dollars annually in the United States, equivalent to
nine million full-time employees (20).
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Why People Volunteer
Writing for The Journal of Volunteer Administration
George Ray Francies says, "Volunteers will not ordinarily
become involved in helping others unless they are in some
sense helping themselves at the same time" (17). He points
to many studies that question the existence of truly altru
istic behavior, including Walster, Walster & Berscheid,
1978; and Rydberg, 1980. He does believe that Maslow's
theory of needs as motivators has much merit.
Abraham Maslow's thesis states, "...the basic human
needs are organized into a hierarchy of relative prepotency"
(38). Those needs are (in their appropriate rank):
1. Physiological needs. Basically, this means hunger
and thirst. Higher motivation is obscured when a person is
hungry or thirsty.
2. Safety needs. If physical needs are met, then
safety needs emerge, such as, security, stability, protec
tion, dependency, law, order, freedom from fear, and a need
for structure. He speaks of a child's need for "undisrupted
routine or rhythm" (48) otherwise they may feel unsafe, not
only for present but into the future. Job tenure, savings
accounts, insurance, and even religion serve this purpose
for adults. Neurotics have often had their safety needs
seriously disturbed. 3. Belonging and love needs. With
the two previous needs met, now persons can feel keenly the
absence of family and friends. They now desire affectionate
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relationships and a place in the group. Rejection will now
be sharply felt. "Any good society must satisfy this
need... if it is to survive and be healthy" (44).
4. Esteem needs. This is the need to be appreciated,
to have some status, and to know that you are making a
contribution. It is healthiest when it comes from one's
"Real Self rather than out of the idealized pseudo-self"
(44) .
5. Self -actualization needs. This refers to the need
for self -fulfillment , to fulfill one's potential, and to
become all he/she is capable of becoming.
While accepting Maslow's hierarchy of needs as a key to
understanding how people are motivated to volunteer,
Francies believes that "people are simultaneously seeking
satisfaction of a number of needs, and that needs change"
(18). In a study of 80 volunteer workers at Brown County
Social Services, Francies isolated seven reasons why people
volunteered: (1) "The need for experience": to break into
the job market, to try out new skills; (2) "The need to
express feelings of social responsibility" : the concern for
those less fortunate; (3) "The need for social contact": to
alleviate loneliness, find a sense of belonging; (4) "The
need to respond to the expectations of others": a required
school project, a pastor, parent or friend may pressure
them; (5) "The need for social approval": to be appreciated,
looked up to; (6) "The need for future rewards": the feeling
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that someday I may need help. (7) "The need to achieve": of
power for making something happen, to feel proud of a job
(19).
A Parks and Recreation magazine study indicates three
reasons why people volunteer for their programs: (1) To be
with one's children, (2) to contribute to the development of
other children, (3) to provide a wholesome community alter
native. ("Recruiting" 61). A study of 200 male and female
volunteers in Minnesota 4-H programs revealed that men
volunteered primarily because they enjoyed association with
youth. Women volunteered primarily to be with their own
children. Otherwise, little difference was found between
men and women with regard to why they volunteered (Henderson
20, 21).
A study by Arthur Blumberg and Seth Arsenian in Journal
of Applied Psychology explored the values of people who
volunteer. They found that religious values were highest,
followed by (in order) economics, politics, and aesthetics
(41). They volunteered, first, because they were asked by a
colleaOgue; second, because of a sense of civic duty. "...-
relatively few people walk into an organization uninvited,
and proceed to offer their services" (65).
Recruiting Volunteers
Katheryn Heidrich mentions several difficulties to be
overcome in the recruitment of volunteers. First, "Volun
teer roles that do not provide growth and development oppor-
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tunities will be hard to fill" (19). Secondly, there must
be sufficient challenge to permit self-satisfaction from
doing it well. Thirdly, the volunteer must be given his/her
own turf for which they are responsible. Otherwise there
will be no sense of ownership. Lastly, they must be given
the authority to decide how the work is accomplished.
Lyle Schaller observes that when people say "No" to
volunteer job offers, they may mean something else...
1. The person may be saying, "No, not now." We should
respect their response and come back later.
2. "Who? Me? I could never do that! "Our response:
offer a "confidence building alternative role" (48) such as
assistant teacher.
3. They are not interested in a long term or open-
ended commitment. Response: give a specific date of termi
nation .
4. They don't want to accept total responsibility.
Response: make them part of a team.
5. The task seems too complicated. Response: offer
training program, preferably with several others at same
time .
Schaller has this final insight: It is more difficult
to find two volunteers in a crowd of a thousand than in a
group of five. So look for volunteers in small groups
within the church/organization.
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Managing, Motivating. and Retaining Volunteers
A survey by Leadership magazine learned that pastors
worry most about managing volunteer workers in the church
("Poll" 44). Heidrich notes that managing volunteers is
more difficult than managing a paid staff. "The absence of
a paycheck nearly eliminates the power a supervisor has to
command job performance" (20). Incentives must be intrinsic
rather than extrinsic. The supervisor must allow them to do
the job they volunteered to do. Heidrich has good advice
concerning job descriptions. A written description reduces
volunteer's stress and increases their sense of security.
Job descriptions should include: position title, function
statement, supervisor of position, tasks performed, orienta
tion and training provided, evaluation system, and qualifi
cations. She insists that good job descriptions will "boost
the volunteers' level of performance, provide continuity
when personnel change, and improve communication and team
work. " (20). Parks and Recreations magazine adds that job
descriptions are useful for "identifying the skills needed
by volunteers, the time commitments expected, the nature of
the duties to be performed, and appropriate training" ("Re
cruiting" 61). George Hunter calls job descriptions a
"human right ... something we owe to people who work in our
organizations and causes" (20).
Heidrich states that supervisors exist to provide
volunteers with support and resources, and to appraise
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volunteers' strengths and weaknesses. Corrective action can
be taken by modifying objectives, providing additional
training, increasing or decreasing number of volunteers on
project, modifying job description, and/or choosing new
leadership patterns. Eva Schindler-Rainman and Ronald
Lippet give reasons why volunteers drop-out, often at an
alarming rate. At the time of their recruitment they may
have been given unreal expectations . There may have been a
lack of appreciation expressed to them which causes them to
doubt their abilities. They may feel and resent that the
full-time staff expect their full commitment, when they have
other priorities. Volunteers may feel like a second class
worker because they are not full-time (56). Bill J. Mowry,
in interviewing volunteer drop-outs, said their "repeated
criticism was not the amount of work, but lack of felt
appreciation" (69). Volunteer burnout is addressed by
Christine Maslach. She defines burnout as a syndrome of
emotional exhaustion, depersonalization, and reduced person
al accomplishment that can occur among those who do "people
work" (16). To counteract, she recommends (1) educational
programs concerning the danger of volunteer burnout; (2)
catching it early through good communication with volun
teers; (3) identifying aspects of job linked with burnout;
and (4) forewarning volunteer of the emotional demands of
the particular job (18, 19).
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Getting the Most Out of Volunteers
In Managing the Non-Profit Organization Peter Drucker
interviewed Father Leo Bartel, the vicar for Social Ministry
of Catholic Diocese of Rockford, Illinois. Bartel 's diocese
has greatly increased the size and scope of its services
even though they have far fewer priests and sisters than
before, by using lay volunteers to do much of the work
formerly done by professional clergy- The diocese's volun
teers now number 2,000. Several principles emerge from the
interview as to what makes the program productive as well as
satisfying to the volunteer:
1. Collegiality . Volunteers are treated as col
leagues, not "helpers" as previously.
2. Training. An extensive training program. Lay
Ministry Formation Program, gives preparation to go along
with the high level of commitment volunteers bring to their
church work. Three and four-day workshops are conducted
every two years . Bartel feels it is important that volun
teer lay workers have a feeling of being qualified to in
crease their self-confidence.
3. Quality control. Lay workers are held to high
standards in the belief that people "tend to live up to the
expectation that others have of them" (164). Bartel says
that people seem honored that he expects them to do well.
4. Re-placement. For those who are not effective in a
position, Bartel is a diplomat supreme: "Mary, I'm sorry
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this is not coming off the way that you want it to and I
know you're not satisfied. Can we talk about this?" (165).
The person is often relieved that something has been done.
An alternative position is offered.
5. Dignity of each person ... stated thus by Bartel: "It
seems to me most important to meet each of these persons
freshly each day with a sense of how important they are to
God, and therefore, how important they should be to me"
(169).
6. Leader responsible for success/failure. Bartel
takes seriously the failure of a volunteer. "If they fail,
I failed. And their success is my success" (169). Drucker
adds to this: "Yes, there is no greater achievement than to
help a few people get the right things done. That's perhaps
the only satisfactory definition of being a leader" (169).
Readings In Research Design
Paul Leedy and Delbert Miller serve as our "bible" in
research design. These books, although not exhaustive (they
refer the reader to many other sources they cannot fully
cover), are tremendous tools for the researcher. I regret
that I have only scratched the surface in my understanding
of all they teach about research design. With a full review
of Leedy and Miller outside the scope of this chapter, I
will concentrate primarily on a handful of other authors and
the help they have rendered in the areas of (1) question
naires, (2) interviews, (3) variables, and (4) experimental
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design.
Questionnaires
Jean M. Converse states that the order of questions
should move from general matters to specific. Order may-
skew results if a preceding question stimulates one's think
ing to prejudice. For example, in a survey on crime respon
dents reported more instances of being victimized when the
questionnaire began with a series of questions concerning
their attitudes about crime (40).
Pamela L. Alreck cautions against "an unstructured,
open-ended question" because "it has many problems associat
ed with analysis and interpretation. Answers are seldom
comparable" (133). She recommends a Likert scale because it
does not ask questions but rather for degree of agree
ment/disagreement. It also has the advantage of being
easily summated. She also advises that about half of the
items in such a questionnaire be inclined toward the pro
side and half toward the con side to prevent yea-sayer and
nay-sayer bias. Leedy adds that any questionnaire should be
pre-tested with a half a dozen friends or neighbors (143).
Interviews
Four types of interviews are mentioned by Charles J.
Stewart and William B. Cash in Interviewing; Principles and
Practices ,
1. The non-scheduled interview... in which there is
"unlimited freedom to probe into answers and to adopt to
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changing situations and respondents" (68). Disadvantages:
allows interviewer bias to creep into questions which they
control. Recording of answers is difficult.
2. Moderately scheduled interview. Others call this a
semi-structured interview. Contains major questions plus
one or two probing questions under each major to help them
elaborate their initial answer. Has most of the advantages
of #1 and fewer of the disadvantages. It keeps interview on
track, tells interviewee in advance what the questions are,
and shows that the interviewer has made preparation.
3. Highly scheduled interview. Questions are always
asked in exactly same order and wording. Advantage: easier
to replicate, easier for unskilled interviewer, and takes
less time than #1 and #2. Disadvantage: no probing ques
tions, mechanical.
4. Highly scheduled, standardized interviews. Easiest
to record and tabulate. Answers are chosen from a list.
Disadvantages: "breadth of information highly restricted"
(70). No possibility of probing into answers. Interviewee
has no chance to explain feelings or answers.
Raymond L. Gordon lists three assets to be looked for
in an interviewer. First, flexibility, i.e., to be more
active or passive depending on how interviewee is respond
ing. Second, intelligence, which permits the interviewer to
appreciate the purpose of the interview and to critically
evaluate its significance. Third, emotional security which
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frees from personal anxiety so that full attention can be
given to interviewee (207).
The Hawthorne experiment was a pioneer in interviewing
employees. They soon found that an unstructured or semi-
structured mode was best for communicating with their work
ers. The following guidelines were given to interviewers:
(1) Make it evident that you are giving your full attention
to the person being interviewed. (2) Listen rather than
talk. (3) Don't argue or give advice. (4) Pay attention to
what they want to say, what they do not want to say, and to
what they cannot say without your help. (5) Clarify with
them what you believe they are saying. (6) Keep confidenti
ality (Mayo 74 ) .
Several factors affect interview bias according to D.K.
Richardson. They include: (1) interviewee may give the
answer to please person interviewing; (2) information asked
for may incriminate person asked; and (3) employee may give
answers to gain promotion in organization. Also, the inter
viewer can bias by having a stereotype of the person being
interviewed. For example, college grads are better than
blue collar workers (132).
Variables
According to Hersey/Blanchard independent variables are
those factors which the organization can alter, such as,
leadership philosophy, organizational policies, and struc
ture. They become the stimuli which determine dependent
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variables, i.e., the outcome of the organization (131). For
example, in my proposed research project I will try to
instill the following independent variables: Y Theory lead
ership. Management By Objective principles, semi-structured
interviews to find out what our lay ministers are thinking,
and the love of Christ modelled by church leadership. In
industry the dependent variables looked for as an outcome to
the independent or causal variables would be higher produc
tion, greater profits, etc. In our church project the out
come we want to stimulate is greater lay job satisfaction.
Types of Design
Liddy mentions three basic designs: pre-experimental,
true experimental, and guasi-experimental . The first type
includes one-shot case study, one group pre-test-post test
design, and static group comparison. Liddy calls these
tests naive and incomplete. Under true experimental design
are pre-test-post test control group, Solomon four-group de
sign, and post test only control group design. My study
resembles closely the pre-test-post test control group
design. Liddy quotes George Mouly who called this design
the "old workhorse of traditional experimentation" (223).
Summary
Through the literature review we discovered the most
important elements of effective leadership. These include
having a vision for the organization and sharing it up and
down the line; respecting workers and seeking their input;
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being open to new ideas; developing new leaders by delegat
ing and sharing authority; maintaining ethical integrity;
planning and then executing the plan; appreciating diversi
ty; knowing when and how to execute change; and through
continuing to learn and polish one's own skills. Such a
style of leadership is not only effective but also fosters
job satisfaction on the part of the organization's workers.
We have learned the unique needs of volunteers relating
to their job satisfaction. They need to feel a part of the
larger organization. They need a job description and a
"turf" of their own. They are most likely to volunteer if
their children or other family members are in the organiza
tion or if they are asked by a friend, versus a general
appeal, to participate.
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CHAPTER 3
Design of the Study
This chapter explains the purpose of the study, details
its design, outlines the program and timing of the interven
tion, and states the dependent and independent variables.
Procedures in data collection, analysis, and interpretation
are also noted.
Restating the Problem and Purpose
In my pastoral ministry I have had a growing concern
for lay ministers/workers in the local church. We ask them
to minister to others as teachers, worship leaders, and
visitation team members, but seldom do we ask them about
their level of fulfillment/satisfaction in their ministry,
much less take steps to improve it. I suspect this has been
a contributing factor to the short-lived involvement of
certain lay ministers in churches where I have pastored.
Others who don't quit, may labor wearily on simply out of
loyalty to the church. This study sought to find if there
is any linkage between local church leadership in the Fort
Worth Free Methodist Church (FWFMC) and the job satisfaction
levels of its lay ministers. The project was guided by the
following purpose statement:
The proper leadership of lay ministers in the Fort
Worth Free Methodist Church will result in their greater job
satisfaction .
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Type of Design
Leedy mentions three basic research designs: (1) pre-
experimental, (2) true experimental, and (3) quasi-experi
mental. Our design is pre-experimental and uses the de
scriptive survey method to collect data. Concerning the
descriptive survey method, Leedy says, "...it is appropriate
for data derived from simple observational situations,
whether these are actually physically observed or observed
through benefit of questionnaire or polling techniques"
(89). The comparison group we used was not a true experi
mental control group because they were aware of the program
of intervention in advance.
Schedule of Project Implementation
The project phase of this dissertation proceeded ac
cording to the following schedule:
Sunday, January 2, 1994, 7:15 PM
Congregation Reflection Group (CRG) met to look at
purpose statement governing this dissertation and project,
discuss and make suggestions concerning the schedule of
implementation, and finally, discuss the proper use of the
interviews (Appendix B) to be administered to their respec
tive departments .
Wednesday, January 5
I handed out questionnaire (Appendix A) to all lay
ministers to complete at home and return the following
Sunday.
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Wednesday, January 12
Interviews began. CLC and Sunday school leaders inter
viewed their staff while I interviewed these two leaders
plus the visitation team and worship leaders. These inter
views were scheduled at leaders' and staff's convenience
over the next sixty days.
Sunday, January 16, 7:15 PM
CRG met to review progress of interviews. I shared
insights in leadership garnered from my dissertation read
ings .
Sunday, February 6, 7:15 PM
CRG met to do a mission statement and set goals for the
Department of Christian Education, using Management by
Objective (MBO) principles (see Appendix C). This served as
a model for leading their own departments (CLC and Sunday
school) in an MBO planning session (as explained in chapter
1).
February 13, 11:00 AM
We observed Lay Minister Sunday, during which we hon
ored lay ministers with a certificate of appreciation and
dinner. My sermon title was "The Priesthood of All Believ
ers", using I Peter 2:5-9. After dinner CLC and Sunday
school directors led their departments in an MBO planning
session.
Sunday, February 20, 7:15 PM
I met with CRG to discuss results of MBO planning sessions.
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Sunday, March 27, 7:15 PM
I met briefly with CRG to make plans for final group
meetings .
Sunday, April 17, 1:30 PM
In this final group meeting, CLC and Sunday school
teachers met for a prayer and share time. Leaders also used
this time to monitor progress of goals set in previous MBO
planning sessions. I had a similar meeting later with wor
ship leaders and visitation team.
Sunday, May 1, 12:00 Noon
We handed out post-project questionnaire to ail lay
ministers, to be returned the following week.
Monday, May 9
I began to collect data using information gathered from
interviews and questionnaires, using the collection methods
delineated in the remainder of this paper.
Variables
The variables of the project are divided into two
classes: independent (or causal), and dependent.
Independent variables, according to Hersey and Blan
chard, are factors which "can be altered by the organization
and its management; they are not beyond the control of the
organization" (131). They include leadership's philosophy,
style, and strategy, as well as organizational structures
and policies. They are the stimuli which determine the
dependent variables, i.e., the outcome, or product, of the
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organization which we'll consider momentarily. In this
study, we tried to "inject" the following independent vari
ables into the four month project (delineated in previous
section) :
1. Y Theory type leadership: As seen in the litera
ture review, this is a leadership style which respects the
abilities of the workers, and gives them a "say" in the
goals of the company and how the work should be done. It is
in opposition to X Theory type leadership which assumes
workers are poorly motivated and must be coerced into carry
ing out their tasks.
2. Management by Objective Procedures: MBO procedures
bring everyone into the determination of the organization's
mission. We especially focused on constructing a purpose/
mission statement, followed by developing goals to help us
reach our purpose, and finally on how to keep on course
through the monitoring of the process. The appendix in
cludes the results of each lay ministry department's effort
to accomplish the above.
3. Semi-structured interviews: During the interviews
(Appendix B) we sought our lay minister's input and insight
into their department's ministry- The Hawthorne experiment
especially found this to be an important means of raising
worker morale/job satisfaction. It assumes that the inter
viewer is someone who can project a sympathetic and inter
ested demeanor as opposed to authoritative/dictatorial.
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These interviews were also studied for what they can tell us
about the elements of job satisfaction.
4. The love of Christ modelled by departmental and
pastoral leadership: Wesley Duewel observes that "it is not
genuine Christian leadership unless you are marked by
Christ-like love" (95). From my own experience, nothing can
affect my morale more negatively than a church superior who
fails at this point. On the other hand, sensing my leader's
Christ-like love has been a powerful motivator to be faith-
flul to my ministry. Granted, this is a spiritual element
hard to quantify, but we were mindful of its importance and
tried to implement this as an important independent vari
able .
Concerning dependent variables, they represent the
response to the independent variables. In industry these
would include production, sales, and profits. But for this
project with lay ministers, the response we looked for was
an increase in levels of job satisfaction. These were
measured quantitatively by comparing pre-test with post-test
results .
Procedures in Data Collection
Operational questions (below) and instruments (Appen
dixes A and B) were designed to answer three interrelated
research questions.
Research Question 1
"What is leadership?"
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In Chapter 2 we have seen the distinguishing marks of
both secular and church leadership. Now we asked the opera
tional questions (OQ's) which help unlock and link leader
ship to its impact on lay minister job satisfaction in the
FWFMC .
0.0. 1 . Is the present leadership of lay ministers in
the FWFMC sufficient to enable them to carry out their task?
0.0. 2 . What style/philosophy of leadership is most
appropriate for leading lay ministers in the FWFMC?
O.Q. 3 . Do the four different departments require four
different types of leadership, or basically the same type?
O.Q. 4 . What have been the weaknesses of leadership?
O.Q. 5. What have been the strengths of leadership?
Data for answering these questions flowed from the pre-
test/post-test questionnaire and the semi-structured inter
view. The questionnaire was administered at the beginning
and end of the four month research period. The serai-struc
tured interviews took place generally during the second
month and were administered by the respective department
leaders .
Research Question 2
"What factors determine job satisfaction?"
Results of the questionnaire and the interviews were
studied to answer the following operational questions:
O.Q. 1 . Are our lay ministers presently experiencing
job satisfaction?
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O'Q' 2 . If they are experiencing job satisfaction,
what factors are contributing?
0�Q- 3 . If they are not job satisfied, what factors
are contributing?
Research Question 3
"How does leadership impact job satisfaction?"
Through our study of the Hawthorne experiment/theory, X
and Y Theory, Motivation/Hygiene Theory, and Situational
theory, we have isolated various elements that leadership
can implement to impact worker satisfaction, namely, showing
genuine concern for the worker's personal welfare, and
giving them an opportunity for input to determine the shape
of their organization. Through our O.Q.'s we tried to pin
point the causal/independent variables that effect levels of
work satisfaction among lay ministers at FWFMC. (A full
discussion of the variables that effect this study can be
found in chapter one).
O.Q. 1 . Has leadership prior to the three month re
search period impacted job satisfaction levels positively or
negatively?
O.Q. 2. If negatively, in what ways?
O.Q. 3 . If positively, in what ways?
O.Q. 4. Are the causal variables at FWFMC the same as
in the various theories of leadership we have studied in the
literature review?
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O.Q. 5 . What changes, if any, should be made to help
lay ministers in the FWFMC experience higher levels of job
satisfaction?
The answer to O.Q. 5 was the crux, I believe, of this
entire research project. Again, the questionnaire and the
interview results, coupled with observations from our liter
ature review were the material for answering these O.Q.'s.
Interviews lasted about thirty minutes, depending on
how much the worker wished to share, and were administered
by the department heads. In the case of the visitation team
and the worship leaders, they answer directly to me (the
pastor), therefore I interviewed them.
The questionnaire was tested with persons outside the
research project for clarity. The validity of this instru
ment was protected by (1) pretesting as just described; (2)
using both positive and negative items to protect against
nay-sayers and yea-sayers (Alreck 133); (3) developing a
rationale for each item/question grounded in our research
readings; (4) eliminating questions that asked for more than
one piece of information; (5) using the Likert format which
allowed for more than a Yes or No response (133-135); and
finally, (6) names of participants were not asked for on the
questionnaire to encourage complete honesty in their an
swers .
Semi-structured interviews, although more difficult to
codify, helped to flesh out areas not adequately touched by
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the questionnaire. Serai-structured interviews, as opposed
to the rigid highly structured interview (Stewardt and Cash
70), served the purpose of opening the door to talk about
anything the lay minister felt was relevant to their life as
well as their work. The Hawthorne interviews isolated this
as a most iraportant factor in effecting job satisfaction
(Mayo, Social Problems 85). When the Western Electric
Company took the time to listen and receive input from their
employees, job satisfaction levels soared.
Procedures in Data Analysis and Interpretation
Delbert Miller states clearly and succinctly the work
of data analysis and interpretation: "An applied research
design raust be able to interpret behavior erabedded in a cora-
plex social system. The researcher begins by trying to
8conceptualize the parts of the system under investigation,
its boundaries, its interface with other systems, the feed
back loops, and other subsystems to which it may be connect
ed" (71).
In this project, data analysis and interpretation
proceeded in the following manner:
We began with the tabulation, quantification, and
comparison of material eraerging frora the questionnaire and
semi-structured interviews. This included making compari
sons on the basis of department, number of years in present
position, gender, and age. Then we moved to triangula-
tion, using the four leadership theories/studies featured in
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chapter one and the literature review as our "base". Con
cerning triangulation, Raymond Gordon says, "often the
nature of the problem. .. demands a math-method approach
because the various methods give totally different kinds of
information that can supplement each other, because we do
not know how to interpret some of the information unless we
can couple it with other information or because we need a
cross-check to verify the validity of our observations"
(12).
In Conclusion
It should be noted that this research project had as
its goal more than simply the academic answering of research
and operational questions. It was entered with the hope
that it would minister to those who minister, i.e., the
faithful lay ministers of the FWFMC, and as a result in
crease their level of fulfillment/satisfaction in serving
the King of kings and Lord of lords.
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CHAPTER 4
Findings of the Study
This chapter follows the time-line in Chapter 3,
presenting data from the following sources: the project pre
test; interviews with each lay minister; mission statements
constructed during the project; and finally the post-test.
Along the way we endeavor to answer the research and opera
tional questions we asked in Chapter 1. The interpretation
of this data largely awaits Chapter 5.
Pre-test Scores
Scores are tied to a five point Likert scale. Such a
scale is commendable because it allows for more than a Yes
or No answer, taking into consideration varying shades of
intensity- Scale values are as follows: l=strongly agree,
2=agree, 3=neutral, 4=disagree, 5=strongly disagree. In
this study the lower the score the more positive is the lay
minister's job satisfaction level (JSL). With negative
questions (numbers 2, 7, 9) the scores are reversed to make
their values consistent with the positive questions. The
Likert scale score is arrived at by taking the total score
of the pre-test questions and dividing by nine (the number
of questions ) .
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Comparing CRG and Standard Group Scores
Table 1
Comparing CRG comparison group JSL with standard group JSL.
Standard Comparison
Descriptive Group Group
Sample size: 8 4
Job Satisfaction Level: 2.14 2.33
Range: 1.78-2.89 1.89-2.89
Frora Table 1 we see that the Congregational Reflection
Group coraparison group has a JSL of 2.33 while the standard
group of reraaining lay rainisters has a lower JSL of 2.10.
This result is surprising. We had predicted that since the
OCRG had helped in the planning of the project and raet with
rae four tiraes before the pre-test, they would have better
scores than the standard group of lay rainisters.
Sunday School and CLC Teacher Scores
Due to a raore encouraging, listening, and consensus
style of leadership by the CLC director, and due to raore
raeetings with her staff, I expected CLC teachers would have
a raore positive JSL than Sunday school (SS) teachers whose
leader used less encouragement, listening, and consensus
style leadership, and who seldom raet with his staff. Frora
Table 2 we notice that SS teachers have a pre-test JSL of
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2.28 whereas CLC teachers have a score of 1.85. This pre
diction proved true.
Table 2
Comparing CLC Job Satisfaction Levels with Sunday School
JSL.
CLC SS
Descriptive Teachers Teachers
Sample size: 3 4
JSL: 1.85 2.28
Range: 1.78-1.89 1.89-2.89
It is also of interest that the SS superintendent is
tied for the most negative JSL among individuals of both
groups while the CLC director has among the most positive
scores. This would seem to suggest that a job-satisfied
supervisor results in staff members having higher job satis
faction levels. But there are other factors that must be
considered before making that conclusion. For example,
later tables show that younger lay ministers, and those with
fewer jobs have the best JSLs . CLC had a preponderance of
these "types", thus improving its score.
Table 3 indicates that SS teachers and CLC teachers
both rank high in church pride. Both believe they receive
adequate help and that their supervisors are sympathetic to
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them. Problem areas which indicate need for special super
visory attention among SS teachers include number 3 (goals
may not be sufficiently clear), and number 5 (they may not
want to continue long term) . Problem areas for CLC teachers
seem to be also number 5 with number 7 a close second (peri
odic discouragement). The latter was one of the few scores
more negative than SS teacher scores. Both groups had
identical "fulfillment" scores, a healthy 2.00.
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Table 3
Testing for CLC teacher vs. SS teacher differences using
item by item comparison of pre-test results.
Descriptive
Sample size:
Questionnaire :
1. Fulfillment
2 . Proud of church
3. Goals clear
4. Help adequate
5 . Want to continue
6. Understand expectations
7. Seldom discouraged
8 . Supervisor sympathetic
9- Sufficient freedom
Overall average:
Average of all groups combined:
Pastor- SS CLC
led Teachers Teachers
JSL JSL JSL
4 4 4
2.40 2.00 2.00
2.00 1.25 1.75
3.20 3.25 2.25
2.20 2.00 1.00
3.00 3.00 2.50
1.80 2.25 2.00
2.60 2.25 2.50
2.20 2.00 1.00
2.20 2.50 1.75
2.40 2.28 1.86
2.20
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How does the JSL of lay ministers working directly
under the pastor's supervision (CLC director, SS superinten
dent, worship leaders, and visitation team) compare with
that of SS and CLC teachers mentioned above? The answer is,
"Not very good." Those under my direct leadership have the
highest negative score of the three: 2.40.
To give JSL scores another perspective, if a JSL of 1
equals an A, a 2 JSL equals a B, and a 3 JSL equals a C,
then CLC teachers are operating just shy of a B+ average.
SS teachers and the lay ministers I directly supervise are
at a B- level. There would seem to be room for improvement
in these latter scores. It remains to be seen if the very
positive CLC scores can be improved, since they are already
quite high, through the efforts of our project intervention.
Job Satisfaction Levels by Age, Gender and Tenure
Did age, gender, and/or length of time at a ministry
influence JSL among the lay ministers of the FWFMC?
Table 4
Testing the relationship of lay minister age to JSL.
Descriptive 20-39 40-59 60+0
Sample size:
JSL Score:
Range :
4 5 3
1.94 2.20 2.60
1.89-2.11 1.78-2.89 2.22-2.89
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Table 4 demonstrates a strong relationship between age
and JSL of lay ministers in the FWFMC. The youngest group
(age 20-39) show the most positive JSLs: 1.94. The middle
group (40-59) show a less positive score of 2.20, while the
60+ group has the least positive score: 2.60.
In Table 5 we sought to find whether or not any sub
stantial differences exist in the JSLs of women versus men.
The men's average JSL is 2.63; women's is 2.06. Women lay
ministers of the FWFMC are clearly inclined toward better
job satisfaction levels than men.
Table 5
Testing the relationship of lay minister gender to JSL.
Descriptive Male Female
Sample size: 3 9
JSL Score: 2.63 2.06
Range: 2.44-2.89 1.78-2.89
Table 6 tests the relationship of LM length of service
at their present ministry to JSLs. Three age groups were
established (1-2 years, 3-5 years, and 6 plus years) with
four LMs in each group. LMs with the shortest tenure have
the best JSLs (2.11). The middle group has the worst JSL
(2.36). The longest tenured group has a 2.11 score�nearly
as good as the shortest tenured group. This test would seem
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to indicate that LMs in the early phase of their ministry
have a high morale, followed by a middle period of decreased
morale, followed by a final stage of recovering that rela
tive loss of satisfaction. But I believe this table is
distorted by there being at least two older persons (visita
tion team members) who show only two years of tenure even
though they have worked for twenty years or more in other
lay ministries. Therefore, Table 7 reflects a more accurate
picture because it takes into account tenure of both present
and past ministry. The results indicate, as in Table 6, a
very positive JSL for those with the least total LM experi
ence, followed by a middle period where JSL decreased.
Finally, unlike the results of Table 6, those with the most
years of experience have the poorest JSL of all.
Table 6
Testing the relationship of LM length of service (at
present ministry) to JSL.
Descriptive 1-2 3-5 6+
years years years
Sample size: 4 4 4
JSL Score: 2.11 2.36 2.14
Range: 1.78-2.22 2.00-2.89 1.89-2.89
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Table 7
Testing the relationship of lay ministry length of
service (including previous as well as present ministry) to
JSL.
Descriptive 1-5 8-14 16-30
years years years
Sample: 4 4 4
JSL Score: 1.92 2.17 2.53
Range: 1.78-2.11 1.89-2.56 1.89-2.89
From Tables 4-7 we can draw the following initial
conclusions concerning the effect of age, gender, and tenure
among LMs at FWFMC:
1. Young LMs are much more inclined to have better
JSLs than older LMs.
2. Women are likely to have better JSLs than men, this
too by a large margin.
3. LMs with the fewest years of total ministry experi
ence are much more likely to have good JSLs than those in
the middle and latter categories. They are also the ones
with the fewest number of jobs. As jobs increased satisfac
tion scores tended to deteriorate.
4. With a mean score of 2.20 (equalling a B-), and a
range of 1.7 8 (B+) to two persons at 2.89 (C+), LMs at FWFMC
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are experiencing fair to good levels of job satisfaction.
Table 8 gives scores of the pretest to compare male
with female scores item by item (as opposed to using the
score from all nine items added together and averaged) . We
have already noted that women have more positive JSLs than
men (Table 5). But in Table 8 we looked for notable dis
crepancies, if any, coming from an examination of each of
the nine questionnaire items. Items are abbreviated. For
complete statement of the item see Appendix A.
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Table 8
Testing for gender difference using item by item pre-
test evaluation.
Descriptive Men Women
Sample : 3 9
Questionnaire :
1. Fulfillment 2.67 2.00
2. Proud of church 2 .00 1 . 67
3. Goals clear 3.67 2.56
4. Receive adequate help 2.33 1.56
5. Want to continue 3.33 2.67
6 . Understands expectations 2 .00 2.00
7. Seldom discouraged 2.67 2.44
8. Supervisor sympathetic 2.33 1.56
9. Sufficient freedom 2.67 1.89
Men have their best scores (in descending order) in
church pride, supervisor sympathetic, and receiving adequate
help from supervisor. Women had their best scores in
supervisor sympathetic, church pride, and in the level of
freedom. Thus they share in common two out of three of the
most positive areas related to job satisfaction.
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Men and women scored similarly in two areas: they
understand clearly what is expected of them (2.00, both) and
level of discouragement (m=2.67, w=2.44).
Men showed the most JSL discontent in areas of wanting
clearer goals, needing more fulfillment in their ministry,
being discouraged, and needing more freedom to do their
ministry. Women also showed discontent in the area of
wanting clearer goals. They were most negative at not
wanting to continue for a long time at their present minis
try (2 . 67 ) .
Table 8, in conclusion, shows that men and women are
not remarkably different in the order that they rank ques
tionnaire items. However, once again we see that men con
sistently had more negative scores except for item 6 where
they were tied (2.00). That both groups rank church pride
either highest, or nearly highest in JSL, points to a factor
that leaders in the business world would look at with envy.
An organization which has workers who are happy to call
themselves an employee is blessed, and according to Bennis
and Nanus, a major goal of leadership is to help create such
pride (62-63).
Effect of Number of Jobs
Table 9 is remarkable for showing that the more major
jobs in the church one has the less job satisfaction he/she
tends to have. For example, the person with the most nega-
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tive JSL in the pre-test was song leader, SS superintendent,
chairman of trustees, and a SS teacher--four major jobs.
Naturally, older persons who have been in the church longer
usually end up with the most jobs. This is a contributing
factor to making older lay ministers less job-satisfied than
younger lay ministers.
Table 9
Relating number of jobs held to JSL.
Descriptive 1 job 2 jobs 3 jobs
Sample: 6 4 2
JSL Scores: 1.96 2.33 2.67
Lay Minister Interviews
Starting the second week of the four month project, I
and the two department heads (CLC director, SS superinten
dent) began interviews with each lay minister. The purpose
was four-fold. First, to ascertain what our LMs found most
satisfying about their work/ministry. Second, to identify
stress points at which morale might be "sapped" away.
Third, to ask how their department and/or church could give
them better support. Fourth, to give them an opportunity to
share any vision they had for improving their ministry.
In addition to the information gained, the interviews
sought to convey to each lay minister that they and their
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input was important to the success of their department. In
the Hawthorne experiment, this was found to have great
effect in increasing levels of morale (Mayo).
Beginning with the CLC program, we consider the results
of the interviews one department at a time. Under each
interview question (see Appendix B for entire interview
sheet) we will summarize responses.
CLC Teacher Interviews
1. What has given you the most satisfaction in your
ministry?
CLC teachers were unanimous: they get a lift being
around the kids, of this grade 1-6 midweek program. "I'm
given a burst of energy just being around kids," answered
one teacher who summed up the feelings of all five. She
went on to say, "I enjoy their responses to the things we
do: the study, the fun. Sometimes I can tell they are
really tuned in to what is going on." Seeing evidence that
kids were actually absorbing the lessons, and understanding
the principles was also mentioned by most of the teachers (4
of 5) .
2. What has been the most difficult part of your
ministry?
Three of four teachers alluded to the preparation
required to teach the lessons properly. This is time con
suming and sometimes it is hard for them to understand the
intent of the material they are using for the lessons.
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One teacher mentioned children's behavior as a diffi
culty, then quickly added, "I have learned to have reason
able expectations." Another mentioned behavior from the
standpoint of wondering how strict she could be "without
turning them off to God's Word."
3. How can we give you better support for this minis
try?
One teacher spoke of the need for a training seminar,
otherwise there was no specific response to this question
except to say that support was adequate.
4. Is there anything you would like to see done to
improve this ministry?
Two staff members would like to see more field trips
and/or weekend activities. One would like more access to
teaching ideas and materials for hands-on activities and
crafts .
Sunday School Teacher Interviews
Four SS teachers were interviewed by their superinten
dent .
1. What has given you the most satisfaction?
Two teachers referred to the satisfaction of influenc
ing students spiritually.
Two spoke of how much they learned for themselves
during the course of preparing the lesson.
At least two expressed satisfaction from relating and
interacting with their students.
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2. What has been most difficult?
How to deal with absenteeism, and concern about commu
nicating the lesson effectively were mentioned most often.
3. How can we give you better support?
There were four different responses to this question:
we need quarterly teacher raeetings; we need to set up a
raethod of involving others (beside the teachers) in contact
ing absentees; raore crafts would be good for the sraall
children; and the official board can help by "thinking
bigger . "
4. Is there anything you would like to see done to
improve this ministry?
Three responses were given: more comfortable chairs
needed for senior adults; a sumraer sports prograra needed for
kids; and "sorae type of reward systera to encourage children"
to attend.
Visitation Team Interviews
This retired husband and wife team backs rae up in
visiting the hospitalized. They were interviewed separately
to encourage independent answers.
1. What has given you the most satisfaction?
Feeling that people are uplifted by their encouragement
and prayers when they visit was mentioned by both visitation
team merabers as being especially satisfying.
2 . What has been the raost difficult part of this
rainistry?
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The following concerns were mentioned: Wondering if
you are welcome in the case of visiting someone who hasn't
attended in a while; finding out person's enrolled name if
different from the name they go by when trying to find out
their room number; treasurer forgetting to reimburse for
flowers; and finally, how to ascertain the spiritual needs
of the sick and thus pray appropriately for them.
3 . Do you have any suggestions for improving this
ministry? (Questions 3 and 4 were merged in the visitation
team interviews ) .
The wife expressed a desire to visit ladies alone
rather than with her husband. She also spoke of desiring
"more diligence and sensitivity" for this ministry.
The husband, a former church treasurer, believes that
flowers should be taken by the visitation team rather than
sent by a florist. This would save the church money.
Worship Leaders Interviews
Our two worship leaders responded to the four interview
questions as follows:
1. What has given you the most satisfaction in this
rainistry?
Appreciation expressed from the congregation for this
new ministry was mentioned. Also the comraent, "This is raore
a ministry to rae than to others", should be noted.
2. What has been the raost difficult part?
The difficulty factor seeraed to corae frora a different
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source for each worship leader. One seemed troubled by two
elements: first, was the Lord leading him to do this or was
he doing it because he was asked. Second, he was concerned
lest he focus on his "performance" rather than on leading
congregants in worship. Until the interview, I had not been
aware of his self-doubt.
Our other lay worship leader found it difficult to lead
worship when he sensed a lackadaisical attitude in the pews.
He also mentioned the problem of finding enough time to
prepare properly� I sensed that he took pride in preparing
well and in leading to the best of his ability.
3 . How can we give you better support?
"Pray, pray, pray," answered one, while the second LM
felt the support level was fine.
4. Is there anything you would like to see done to
improve this ministry?
Only one response here: he would like to have the
Scripture lesson one or two days in advance to familiarize
himself with the passage.
Comparisons and Observations
Without entering too much the interpretive side re
served for chapter five, several comparisons/observations
can be made between the four different lay ministries ema
nating from the interviews.
1. The number of satisfaction factors (28) and the
number of difficulty factors (25) mentioned by LMs in the
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interviews were nearly balanced, working out to a per person
average of 2.2 satisfaction factors versus 1.9 for difficul
ty factors. Conclusion: our LMs can all identify points of
satisfaction in their ministries tempered realistically by
almost as many difficulty factors.
2 . The perceived need for greater support was men
tioned the least. Conclusion: departmental leaders are
generally giving their staffs an acceptable level of sup
port.
3. Of 14 need-for-improvement (interview question 4)
factors mentioned, nine seemed to indicate the capacity to
visualize a preferable future for that ministry- Conclu
sion: the potential exists for some healthy change to occur
as the result of LM vision for their respective ministries.
However, these 14 factors were mentioned by just 6 of the 13
LMs--the other 7 need to be challenged to see a vision for
their ministry.
When SS teachers and CLC teachers are compared, their
number of responses to the four interview questions are
similar except that SS teachers ask for more support (ques
tion 3) two and one-half times more often. Conclusion: SS
superintendent needs to offer more support, especially in
curriculum matters.
5. Of the pastor-led LMs (CLC director, SS superinten
dent, visitation team, and worship leaders), notable is
their low number of requests for more support (.5 requests
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per LM) . On the negative side, however, only 3 of 6 LMs I
direct, indicate any vision or preferable future for their
ministry. Conclusion: I need to work raore with those who
are status-quo oriented and thus lack any particular vision
for their ministry.
Evaluating the MBO Mission Statements
Using Management by Objective (MBO) guidelines each
department was led by their supervisor in writing a mission
statement with accompanying goals. (See Appendix C, D, E,
and F). Explaining the value of MBO principles, Hersey and
Blanchard write: "The smooth functioning of this systera is
an agreement between a manager and a subordinate about that
subordinate's own group performance goals during a stated
time period. These goals can eraphasize either output vari
ables or intervening variables or sorae corabination of both.
The iraportant thing is that goals are jointly established
and agreed upon in advance... It has been found that objec
tives that are formulated with each person participating
seem to gain raore acceptance than those iraposed by an au
thority figure in the organization" (140).
These MBO/mission statements becarae the priraary raeans
through which we tried to interject an iraportant independent
variable, namely, participatory manageraent.
Each departraent answered four questions in formulating
their mission statement. What is our purpose? What goals
shall we have? How shall we reach these goals? How shall
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we monitor the reaching of these goals?
Concerning goals, qualitative goals were to be pre
ferred over quantitative in the belief that accenting the
former would do more for increasing the excellence of our
"product" than would the establishing of numerical goals.
For example, if we reached a certain numerical attendance
goal but teaching performance and care levels were low, we
would soon lose the new persons who had started attending,
not to mention our failure in ministering to their spiritual
needs .
Meeting with the board of Christian education, consist
ing of the SS superintendent, CLC director, and two SS
teachers, I led in constructing an MBO/purpose statement for
the C.E. board which they would later use as a pattern for
leading the CLC and SS in writing their own. I also met
with the visitation and worship teams to write similar
documents .
What do the MBO/mission statements tell us about the
leadership of LMs and their levels of job satisfaction in
the FWFMC?
1. The formulating of these statements and goals
seemed to meet a pent-up desire for gathering as departments
for strategic planning. Our lay ministers are not content
to simply go routinely through the motions of their minis
tries week after week. They want to do their jobs well.
They welcomed the opportunity to look introspectively and
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analytically at what they are doing.
2. I believe the mission statements reflect a talented
and well-motivated group of LMs. I expected that our de
partment supervisors would have to do most of the writing of
the statements themselves, leaning heavily upon the board of
Christian education model. Such was not the case. Each
department's statement/goals show a unique design for that
department's unique needs.
3. Our LMs are ready and willing to expend consider
able effort to do their ministries properly. I'm reluctant
to ask a large time commitment from our LMs, knowing the
busy lives they live. For example, most of the wives work
outside their homes. But the statements, particularly when
addressing how to reach the goals they have set, manifest a
willingness to expend the necessary time and effort.
4. A "cry" for more group meetings is heard. We have
already noted the more positive JSL scores of the CLC teach
ers who have met with some regularity. Now each of the four
departments have requested to meet quarterly for prayer,
problem-sharing, and evaluation.
5. There is a desire to keep focused on evangelism.
This is especially evident in the opening purpose state
ments. Even SS, where the emphasis traditionally is on
Christian growth, has made soul-winning a primary concern.
6. Our LMs desire pro-active leadership. I had won
dered before the project began how much leadership interven-
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tion they would tolerate. Now I'm convinced that letting
everyone do their "own thing" with little or no accountabil
ity, does not appeal to them. Our leaders, including my
self, have a mandate to lead as long as it is participatory,
Y-theory leadership.
Where Change Is Needed
The data indicates several areas where change should be
directed to increase job satisfaction. Table 9 points to a
needed change which could foster higher levels of job satis
faction. It reveals that job satisfaction levels decline as
the number of jobs increase. An overloaded lay minister is
a JSL-impaired LM. Unfortunately, in a smaller church the
leadership pool is also smaller, even though the number of
lay church positions is roughly the same as in a larger
church. For example, both large and small Free Methodist
churches have trustees, stewards, CLC directors, SS superin
tendents, etc. Our SS superintendent, who is tied for the
least positive JSL, has four major jobs: SS superintendent,
SS teacher, chairman of trustees, and song leader, not to
mention delegate to annual conference. This helps to ex
plain why older LMs tend to have poorer JSLs (Table 5). As
one continues in the church, he/she tends to accrue more
"portfolios". Whenever possible we must reduce the number
of jobs our LMs hold by bringing in younger and/or less
encumbered workers .
Other changes that our data suggest should be made are:
Bidwell 103
�More group meetings are needed to foster group iden
tity, to aid with problem sharing/solving, and to keep the
bigger vision before our LMs.
�Table 3 indicates that an effort needs to be made by
leadership to keep the goals of each department clearly in
front of the LMs. A step has already been made in that
direction by the writing of purpose statements (see appen
dix) .
�Table 3 shows somewhat negative scores in "'discour
agement" (no. 7) and "perseverance/continuation" (no. 5).
We expect these scores to improve as a result of the pro
ject/intervention. Nevertheless, they point to the fact
that encouragement of our LMs is always appropriate and must
underlie all of leadership's contacts with our LMs.
�From the interviews we find that only about half of
our LMs indicated any vision for their ministry. Leadership
needs to challenge each LM to visualize a better ministry
and then to seek that vision through prayer, planning and
execution.
Post-test Scores
Table 10 shows that the pre-test JSL for the twelve
participating LMs was 2.20. Post-test JSL was 2.18. The
difference is only marginally lower, and is not signifi
cantly different from the pre-test. Thus, overall, the
project resulted in only slight improvement of job satisfac
tion levels of lay ministers in the Fort Worth Free Method-
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ist Church.
Table 10
Comparing pre-test scores of all groups combined with
their post-test scores.
Descriptive Pre-test Post-test
Sample: 12 12
JSL Score: 2.20 2.18
Range: 1.78-2.89 1.44-2.78
Table 11 compares CRG comparison group post-test scores
with the standard group (all other LMs not in the CRG). The
JSLs are exactly the same. However, when compared with
Table 1 we see that the CRG scores have changed substantial
ly for the better during the four month project (pretest:
2.33; posttest: 2.17), while the standard group remains
virtually unchanged (2.14 vs. 2.17).
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Table 11
(Compare with Table 1)
Comparing CRG post-test scores with standard group
post-test scores.
Descriptive Standard CRG/comparison
Group Group
Sample size: 8 4
JSL Scores: 2.17 2.17
Range: 1.44-2.56 1.44-2.78
Table 12 compares CLC teachers post-test JSLs with SS
teacher post-test JSLs. As in the pretest, CLC teachers
still have lower, thus better, JSLs (1.96 vs. 2.28), al
though the gap has narrowed somewhat.
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Table 12
Comparing post-test JSL scores of
CLC teachers and SS teachers.
Descriptive CLC SS
Teachers Teachers
Sample size: 3 4
JSL score: 1.96 2.28
Range: 1.44-2.56 1.78-2.56
Table 13 tests for any change from the pre-test with
regard to how age may effect JSL. The younger to older
stair step effect is still obvious, younger LMs having more
positive scores. However, the 60+ group has shown marked
improvement in JSLs (from 2.60 to 2.37) when compared with
pretest Table 4. The two younger groups remain virtually
the same.
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Table 13
(Compare with Table 4)
Post-testing for change in the relationship of LM age to
JSL.
Descriptive 20-39 40-59 60+
Sample size: 5 4 3
JSL Score: 2.00 2.22 2.37
Range: 1.44-2.56 1.78-2.78 2.33-2.44
Table 14 shows that while female JSLs remain about the
same, male JSLs have improved remarkably (2.63 to 2.37)
when compared to Table 5.
Table 14
(Compare to Table 5)
Post-testing for change in the relationship of LM gender to
JSL.
Descriptive Male Female
Sample size: 3 9
JSL Score: 2.52 2.05
Range: 2.33-2.78 1.44-2.56
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Table 15 examines the relationship of number of jobs
held to JSLs. Compared with Table 10 we notice substantial
improvement in 2- job scores (2.33 to 2.00) while 1-job
scores deteriorate (1.96 to 2.13). Three or more job scores
are slightly improved (2.67 to 2.61).
Table 15
(Compare to Table 9)
Post-testing to relate number of jobs held to JSL.
Descriptive 1 job 2 jobs 3 jobs
Sample size: 6 4 2
JSL Score: 2.13 2.00 2.61
Table 16 displays the item by item post-test scores of
the projects three major groups: pastor-led, SS, and CLC.
The pastor-led group, to review, consists of the SS superin
tendent, CLC director, two visitation team members, and one
worship leader (there are two worship leaders, but only one
participated in the pre- and post-tests). Most impressive
is the substantial improvement in pastor-led group score
(2.40 to 2.26)�comparisons are made with Table 3. Pastor-
led group improved in all nine questionnaire items. SS
teachers are unchanged (2.28 in both tests). CLC is virtu
ally unchanged (1.92 to 1.97). Consequently we see that the
four month project resulted in positive change for only the
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pastor-led groups.
Table 16
(Compare to Table 3)
Post-testing for CLC teacher, SS teacher, and pastor-led
staff differences using item by item comparison.
Descriptive Pastor-led SS Teacher CLC Teacher
JSL JSL JSL
Sample size:
Questionnaire :
1. Fulfillment
2 . Proud of church
3. Goals clear
4 . Help adequate
5 . Want to continue
6. Understand expectations
7. Seldom discouraged
8. Supervisor sympathetic
9. Sufficient freedom
Overall average:
Average of all groups corabi
5 4 4
2.00 1.75 1.75
1.60 1.50 2.00
3.00 2.75 2.50
2.00 2.00 1.00
2.80 3.25 2.25
1.80 2.00 1.25
2.40 2.50 3.75
2.00 2.00 1.00
2.20 2.75 1.97
2.26 2.28 1.97
ed: 2.18
Summary
The data indicates the following concerning job satis-
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faction among lay ministers in the Fort Worth Free Methodist
Church :
They are proud of their church although they don't
always have a clear vision of the purpose and goals of their
departments. The source of their sense of fulfillment is
working with their students and seeing them progress. Job
satisfaction is highest among those who receive the most
supervisory contact and have the most staff meetings. Heads
of department lead with care and understanding. Morale is
highest among young female staff, lowest among older men.
Those having the most church jobs have the poorest JSLs.
Departmental heads responded well to more leadership from
their pastor. Seeing persons come to Christ is the main goal
of all departments . They are ready to put in the time
necessary to do the job well.
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CHAPTER 5
Summary and Interpretation
In January of 1994, I began a project in cooperation
with the Congregational Reflection Group (CRG) of the Fort
Worth Free Methodist Church to investigate the linkage
between leadership of lay ministers in the church and their
levels of job satisfaction. Our readings in leadership
indicated that good leadership results in a motivated, job-
satisfied work force. Four theories of leadership were
identified that addressed this issue and supported the
purpose statement. The purpose statement guiding this
dissertation/project has been: The proper leadership of the
lay ministers in the FWFMC will result in higher levels of
job satisfaction.
Evaluation and Interpretation of the Data
First we must address the failure of our study to
completely validate the purpose statement. After four
months of intervention JSLs were improved only marginally -
Why wasn't there larger movement toward better levels
of job satisfaction? We will explore several possible
explanations .
1. Intervention procedures were inadequate.
The group meetings met with enthusiastic responses, but
were there enough of them to effect change in JSLs? The SS
and CLC teachers and visitation team met only twice. Wor
ship leaders met only once. Our intentions were to meet one
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more time but cancellations and scheduling difficulties
prevented it. Also attendance at around a 60 per cent level
may have prevented greater results. In a business/industry
setting with paid workers and mandatory attendance, surely
the rate of attendance would be higher. Although I believe
volunteer workers are highly motivated, leaders of volun
teers have less leverage for enforcing attendance at group
meetings .
Substantial improvement in CRG scores support the
contention that more group meetings were needed. Their JSLs
improved from 2.40 to 2.17. They met four times prior to
the project with me, and four times during the project in
addition to the group meetings of whichever department they
belonged to.
2. Job satisfaction levels were already at acceptable
levels .
The pretest mean score of 2.20 for all LMs translates
to a straight B. A B- would not begin until a 2.25 level
was reached. Although A level JSLs for everyone would be
nice, most teachers will consider B level an acceptable and
even an above average level of performance. Only two per
sons fell within a C range of JSL.
Scores that are already relatively high, leave little
room for improvement. Indeed, little evidence of wide-scale
LM dissatisfaction can be found in our data base. However,
the instrument questions were quite broad and may not have
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the instrument questions were quite broad and may not have
identified with precision areas where satisfaction could be
improved. Only in the area of "goals clear" and "long term
continuation" do the data indicate somewhat serious dissat
isfaction. The pretest areas of fulfillment, proud of
church, adequate help, understand expectations, discourage
ment, supervisor sympathetic, sufficient freedom, are all
indicative of JSL health.
3. The studies and theories from our literature review
may not have as much application to volunteer workers.
We could only assume that they would have equal appli
cation to volunteers since so few, if any, efforts have been
made to study volunteer job satisfaction. The major differ
ence I would postulate between volunteers and paid workers
is that volunteers, be it in the church or otherwise, have a
more willing disposition toward their job because their
livelihood does not depend on it. People volunteer to meet
their need to be useful rather than for a paycheck. Conse
quently, they begin with higher job satisfaction levels.
When job satisfaction diminishes for the volunteer, he/she
will simply quit, whereas the paid worker is likely to "bite
the bullet" for the sake of an income. Also, if you are
paying someone to do a job, naturally you have higher expec
tations, and are likely to be more inclined to use coercion
to see that those expectations are met, both of which work
against good JSLs. Consequently, paid workers would be raore
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susceptible to JSL improvement if good management princi
ples were applied as embodied in Motivation/Hygiene Theory,
X and Y Theory, and Hawthorne theory.
Implications of Findings for Revising Existing
Body of Knowledge
With research in three seminary libraries and several
major university libraries, I found no studies that examined
job satisfaction levels of volunteer organizations. Within
business/industry this is a frequent theme of research,
especially since the 1920s when Mayo showed the production
increases that result from improving workers' job satisfac
tion levels.
When one considers that 45 per cent of Americans volun
teered an average of 4.7 hours a week worth 150 billion
dollars (Parks and Recreation 5), and that many of these are
church workers, the retention, and thus the job satisfaction
of these workers is an area that begs for greater research.
Turnover rates in volunteer organizations are high. I
suggest it is because little attention has been given to job
satisfaction. As I look back on my pastoral ministry, I am
almost appalled at the way lay ministers were taken for
granted. Did we think that because they were devoted to God
that they were immune to discouragement and disillusionment?
I found no studies that addressed the relationship of
age and gender to job satisfaction. My data indicates that
women have a stronger disposition toward being job-satisfied
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than men, and younger persons than older persons. I do
recall that the Hawthorne Experiment involved young women
working at the Western Electric telephone assembly center.
From my study I cannot help but wonder if one reason the
results of the study were so startling was because of the
subjects�young women. What an asset these persons are to
the work of the Church, apparently beginning with the minis
try of Jesus (Matthew 27:55). They can be likened to Caleb
and Joshua with their optimism and positive attitudes.
Their value can especially be seen in the FWFMC 's CLC pro
gram whose workers fall mostly into the forty and under
female category- Their job satisfaction scores were much
lower than that of our male lay ministers and older women
lay ministers .
Before I give the impression that older workers are
completely JSL-impaired, our data shows that they manifested
the greatest improvement during the project (compare Table
15 to Table 5). If the younger age groups had had similar
improvement, we would have seen substantial rather than
little increase in overall job satisfaction. This too is an
area where little research can be found. While younger
workers may naively undertake ministry assignments, older
LMs take a more seasoned, less excited attitude into their
work. There may even be some skepticism of what good they
can accomplish. I sensed this in some of the interviews.
Yet when leadership takes the time to support the older
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worker spiritually and logistically , their attitude and
enthusiasm responds well. After all, they are the ones who
have been taken for granted for so long in the church. With
so many volunteers being of retirement age, what are their
special needs to keep them motivated and job-satisfied?
Although my research noticed clear tendencies of younger
persons and women to be more easily satisfied, my data give
little indication as to why this is the case, thus the need
for more research. The exception is that we can observe
that LMs with more than two jobs are more likely to have
poor JSLs. Since younger persons tend to have fewer jobs,
naturally frora this standpoint JSLs would be higher.
Contributions of Thesis to Research Methodology
The instrument I designed (Appendix A) to measure job
satisfaction levels is the raost likely "candidate" for
making a contribution to research methodology. As we have
already said, little research is evident in the area of
volunteer job satisfaction, even less in church volunteer
job satisfaction. Consequently, we could find no instru
ments for measuring the unique factors involved in volunteer
job satisfaction. For example, the SRA Attitude Survey
(Miller 458) is strongly directed toward salaried workers
with regular working hours under the close supervision of
managers, with questions such as, "The hours of work here
are O.K.", "Management does everything possible to prevent
accidents in our work", "The pay here is lower than in other
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companies", etc. Granted, many of the 78 questions asked
would be relevant to volunteers, but the bias is toward paid
professionals. Also, the sheer number of questions, would
be unacceptable for use with volunteers due to the time
required.
The Morse Indices of Employee Satisfaction (Miller 463)
is divided into four sections with a total of only 16 ques
tions. Like the SRA Attitude Survey, most sections relate
to concerns of paid professionals. However, section three.
Intrinsic Job Satisfaction Index, is quite applicable to
volunteers, and comes the closest to an index we might have
been able to use in our project: "(1) How well do you like
the sort of work you are doing? (2) Does your job give you a
chance to do things you feel you do best? (3) Do you get any
feelings of accomplishment from the work you are doing? (4)
How do you feel about your work, does it rate as an impor
tant job to you? " .
In retrospect, the instrument we designed took us to
the heart of volunteer related job satisfaction issues which
we identified in our literature review. Lay ministers
seemed to readily grasp the meaning of each question�no
requests for clarification were asked. Here we see the
pre-testing of the instrument paying off. I believe that
other churches can use it with profit to ascertain where
their lay workers are with regard to satisfaction and moti
vation in their ministries.
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Relation of Results to Published Studies
The four studies which gave a theoretical base for this
project and dissertation�Hawthorne, Situational, Motiva
tion/Hygiene, X and Y theories�have consistently indicated
that JSLs can be increased by a style of leadership charac
terized by concern for the worker, particularly by giving
them input into work procedures and goals. In this project
we were not able to duplicate their results, i.e., apprecia
bly increase levels of job satisfaction. We did see the
improvement of JSLs of the supervisors of SS and CLC teach
ers. We will say more about this finding later.
A D. Min. thesis by J.L. Eaves found that in his local
church SS teachers generally desired raore direction frora
their supervisors. Our data supports this finding. That
CLC staff scores are better than SS is in part attributable
to their having more group meetings and raore supervisory
contact. Frora a previous pastorate I observed that a lack
of supervisory attention seeraed to contribute to the short-
terra tenure of Christian education departraent teachers.
Liraitations of the Study
The liraitations of the study are three in particular:
First, the sample size was limited to twelve persons.
Although we have noted significant studies with similarly
small samples, namely the Hawthorne study, raore persons
would need to be included to give full validity to our
findings . Had this study been done with a conference of
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several churches, the results, assuming they showed consis
tency, would have had greater validity.
Secondly, within the Church there are factors in addi
tion to what we have studied which may influence job satis
faction. For example, spirituality- Originally we had
planned to include this factor, using a spiritual wellness
test. Size of the church may be another factor. Do LMs in
larger churches have higher or lower job satisfaction lev
els? If so, why? Similarly, what part might the declining
or increasing of church attendance in the JSLs of lay minis
ters play?
Thirdly, the instrument questions may have been inade
quate to identify clearly area where job satisfaction could
be improved. For example, several more questions related to
organizational pride would have given greater accuracy to
measuring this variable.
We have learned the lesson that all researchers learn:
research is never finished. Research opens up a new set of
unanswered questions to be probed.
Implication for Pastoral Leadership
My preference has always been to have departmental
leaders in the church operate with as little pastoral inter
ference as possible. Encouragement and appreciation I would
give, but I felt I should be careful that I not undercut
their leadership or take away "ownership" of their ministry
by injecting myself too much into their work. This study
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has changed that perspective.
The group showing the greatest increase in job satis
faction levels, the Congregational Reflection Group consist
ing primarily of our three Christian educational leaders,
received by far the most direction from their leader (in
this case, me, the pastor). I met with them eight times.
Other groups met with their leaders only two or three times.
I have never associated frequency of raeetings with iraproved
worker satisfaction. I know of instances where many meet
ings seem to have lessened worker satisfaction. But in this
study, I sensed when I raet with the CRG an enthusiasm and
pent-up desire to discuss the affairs of their departments.
The fact that such meetings had not often taken place before
probably contributed to their enthusiasm. I can recall
nothing in the literature that addresses this matter of how
many staff meetings are necessary to maintain group raorale
and at what point a saturation point might be reached. (We
decided to meet quarterly) .
What the literature does address is the importance of Y
Theory type of leadership at staff meetings--especially
volunteer staff raeetings, I believe, since the only paycheck
they will receive is a feeling that their ministry is making
a difference in people's lives. Each meraber raust believe
they have a "say", and that their opinion will be respected.
I endeavored to do this in our CRG meetings. This particu
larly came through in the writing of the mission statements
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and objectives for the Department of Christian Education�
the CRG was essentially the same members. Practically all
the input was theirs. I limited myself mostly to asking
clarifying questions. I believe this fostered a strong
sense of ownership so important to worker satisfaction. I
also sensed that they left these meetings feeling better
about their jobs and taking them more seriously. For the
pastor to seldom meet with the church's lay workers, I now
believe, is tantamount to him/her saying "Your work is of
little consequence."
One other implication for pastoral leadership relates
to insights gained from the four theories of leadership
which have given a theoretical foundation for this study.
We have just considered the value of Y Theory teaching.
Hawthorne, Motivation/Hygiene, and Situational theories are
also helpful to pastoral leadership and leadership style.
Hawthorne Theory: From this venerable 1927 study we
see that workers at even mundane tasks will be productive if
they have input into what they are doing. Conversely, Mayo
noted that workers find it "difficult to persist in action
for an end he cannot ... see" (119). Our instruments/tests
indicated our lay ministers also want to see more of the
"end", i.e. have more goals and more input into the overall
product. To go through a routine Sunday after Sunday with
out some feel for a larger vision lowers morale in the
church. Consequently, an important job for any pastor is to
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convey to lay ministers the big picture of what they are
doing, namely, how what they are doing is vitally important
to building the Kingdom of God. It's just like the old
story where two different stone masons are asked, "What are
you doing?" The first replied, "Laying brick." The second,
"Building a cathedral."
Motivation/Hygiene Theory: Frederick Herzberg found
that even more than good working conditions, job security,
and salary, workers are motivated by feelings of achieve
ment, responsibility, professional growth, and challenge.
In my leadership role I am often tempted to expect little
from lay ministers who are overworked and have been doing
the same job for perhaps ten or more years. Herzberg' s
study tells me that workers want to be challenged, and want
to take responsibility if there are pay-offs in the areas of
personal/spiritual growth and a feeling of achievement.
Consequently, I now have liberty to ask more of our lay
ministers. So far I have not been disappointed. They seem
to be waiting for someone in leadership to say, "The job you
are doing is worthy of your best effort� the Kingdom of God
will rise or fall according to your effort."
Situational Theory: This theory is an excellent tool
for helping the pastor know how much leadership to exert
given that situations and people may differ greatly. Its
value is that it does not impose the same amount or kind of
leadership on every person. Tannenbaum and Schmidt state
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there are four "forces" that should determine how much or
how little leadership should be given: (1) Forces in the
manager relating to his/her value system, confidence in
employees, and his/her comfort level with regard to direc
tive or non-directive style of leadership. (2) Forces in
the employee relating to how much responsibility they are
willing to take and how much pertinent knowledge they have.
(3) Forces in the situation, such as, the managerial style
expected by the organization, time pressures, and how much
outside information may be needed. (4) Forces outside the
situation, such as, expectations fostered by race, gender,
and the growing distrust of bureaucracy. Simply put, dif
ferent lay ministers need different types of leadership.
Among the three Christian education leaders of FWFMC I can
now see three different needs for leadership. The CLC
leader is a creative thinker and extrovert who works best
with a minimum of leadership. Nevertheless, I do check with
her periodically about how things our going in her depart
ment. On the other hand, the Sunday school superintendent
seems to appreciate, if not need, input from me concerning
how we can do more through Sunday school. As we have worked
together we have seen progress in this ministry- In the
middle, is the youth director. At first, he seemed to
prefer a hands-off attitude from the pastor. And I respect
ed that. But as sorae probleras have developed he and I both
have seen a need for more pastoral involvement, and I'm
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trying to give it without over-riding his need for a certain
amount of autonomy -
Unexpected Conclusions
Among the unexpected conclusions which emerge from this
study, I must list at the top the role that gender and age
play with regard to job satisfaction. There is clear indi
cation from our FWFMC study that if you want a job-satisfied
department, start with a young, preferably female staff.
Nowhere did I find this prediction in the literature.
However, my field supervisor Sid Bunn was aware of the age
factor and its relationship to positive attitude among
church members/workers. He cites the case of George Fallon,
former director of Evangelism in the United Methodist
Church. In his sixties, and retired from the above direc
torship, he launched a new congregation in Arlington, Texas
and was given the option by the mother church to "hand pick"
the members he wanted to serve as the nucleus of this new
congregation. According to Bunn, Fallon chose only indi
viduals and couples under forty years of age. The new
church flourished and was soon averaging over 300 congre
gants .
I recall a successful missionary church planter in
Japan who preferred not to start with Christians with long
term experience in another church. Invariably they wanted
to do everything as in the previous church. This inflexi
bility would limit the possibilities for expansion in a new
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situation. With reference to this finding, Everett Hunt
spoke of the "entrenchment" in ministry that takes place as
one grows older.
Even though younger persons may lack experience in
ministry, they seem to make up for it with a kind of "naive"
faith. In the case of young church planters we observed in
Japan, they had not been at it long enough to understand the
immensity of the problem, consequently they planned and
worked without being intimidated by the "problem", perceived
or otherwise. This seems to be what our younger lay minis
ters have in their favor. Their lack of experience re
flects in higher JSLs because they have not become cynical
or burntout as a result of years of overwork in the church.
With regard to why male LMs are less likely to be job-
satisfied in the FWFMC than women, the men tended to be
holders of 2 and 3 major jobs more so than the women. Table
10 clearly establishes a relationship between numbers of
jobs held and JSLs. Also our men tended to be older partic
ipants in the study.
Practical Application of Findings
Although our project failed to move all participants to
improve JSLs, our two C.E. department leaders who worked
with me in the supervision of the project showed remarkable
improvement. The SS superintendent went from a project-
leading 2.89 to 2.44 while the CLC director went from an
already excellent 1.89 to 1.44. These changes were too
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drastic to be explained by chance. I believe it is evidence
of the positive effect that improving their leadership in
their departments, through implementation of the project,
had upon them. The message here is clear: pastors do well
to spend time in strategic planning with their church's
departmental leaders. They will be rewarded by lay leaders
who love their work and have a new vision for it.
Our project also points out the adverse affects of
overloading lay ministers with too many ministries. Those
in our study with only one major ministry fared far better
in JSLs than those with 2, 3, and 4 jobs. Especially, in a
small church there is much pressure to ask too much from too
few. One answer may be to consolidate jobs and committees
in the smaller church. For example, when I came as interim
pastor to the FWFMC there was a flower committee and a board
of stewards. According to the Book of Discipline, part of
the steward's job description is to care for the sick.
Consequently flowers became the responsibility of the stew
ards, thus eliminating one committee, and lessening the load
upon at least one lay worker.
Theological Reflections
Should leaders in the local church take it upon them
selves to try to insure the job/ministry satisfaction of
their lay staff? If Yes, is there biblical support?
Pastoral concern for our lay minister's satisfaction
and fulfillment in ministry begins with the shepherd heart
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of God himself. The Good Shepherd of Psalm 23 and John 10
cares for every aspect of the sheep's life. One cannot read
Psalm 23 without concluding that God's concern for his lay
minister David's satisfaction is priraary. The shepherd
provides for every need: "I shall lack nothing." He pro
vides rest and restoration, the opposite of burnout: "He
raakes rae lie down in green pastures ... he restores my soul."
He accompanies his sheep through threatening and overwhelm
ing experiences: "Even though I walk through the valley of
the shadow of death.. -you are with me." He applies the oil
of encourageraent and corafort. Because of all his support
and care our cup of joy /satisfaction overflows. I rayself
have had supervisors who raodelled this type of leadership�
who showed concern for our ministry satisfaction, knowing
that a job-dissatisfied worker will sooner or later be
ineffective, burnt-out. Oden is strong and eloquent con
cerning the centrality of the Shepherd analogy for ministry.
"This is no incidental, take-it-or-leave-it image for minis
try. Consistently it remains the overarching analogy under
which all descriptions and functions of ministry tend to be
embraced: the good pastor, whose vigilant caring is an
expression of Christ's own eternal caring" (Pastoral Theol
ogy 52 ) .
Even a casual glance through a concordance alerts us to
God's concern with our "satisfaction" in our life and minis
try for him. Psalra 103:5, "He satisfies ray desires with
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good things...". Isaiah 58:11, "...he will satisfy your
needs." His Son will see "the travail of his soul and be
satisfied" (Isaiah 53:11).
The biblical concept of encouragement is applicable
here. Barnabas was lauded for his ability to encourage
workers in the early church. In I Timothy Paul is clearly
concerned about young Timothy's ministry satisfaction. For
example, no one is to look down on him because he is young
(4:11). Elders (presumably Timothy too) were to be worthy
of double honor (5:17). Paul was concerned for Timothy's
health (5:23). He wanted Timothy to experience contentment
in his life and ministry (6:6). Underlying his ecclesial
instructions is a profound concern for Timothy's well-being
and work satisfaction, although it was not to be the primary
goal of his ministry. The latter is an important point.
The biblical model is to seek first the Kingdom of God and
then trust the Shepherd to provide what is needed for our
"satisfaction" (Matthew 6:33).
Implications for Further Studies
More studies in the area of LM job satisfaction would
be of great value to the Church at large. Much attention of
late has been given to pastoral burnout. Our project has
detected lay minister burnout especially among those with
three or more jobs in the FWFMC. In light of data showing
that more jobs mean poorer job satisfaction levels, what
steps can smaller churches take to lighten the load on the
Bidwell 129
few leaders they have? How can the church minister to and
restore the burnt out lay worker? What committees can be
consolidated in Free Methodist polity to lighten the admin
istrative load in the smaller church?
Of great interest to this study would be the launching
of other projects using the same instruments to see if
similar conclusions are reached.
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Appendix A
Lay Minister Survey
Fort Worth Free Methodist Church
Please check blanks which apply to you:
I am a Sunday School teacher CLC teacher
visitation team member worship leader
My supervisor is Sunday School Supt. CLC Director
pastor
My age is 20-39 40-59 60+
My gender is female male
I have been at my present ministry years.
Please pick a number frora the scale below to show how much you
agree or disagree with each statement and jot it in the space to
the right of the item.
1 = Strongly agree
2 = Agree
3 = Neutral
4 = Disagree
5 = Strongly disagree
1. I find fulfillment through ray present ministry in
this church
2. I'm proud of our church
3. I wish we had clearer goals for the department or
rainistry I'm involved with
4. I receive adequate help from my supervisor to perforra this
rainistry
5. I want to continue for a long time in this rainistry
6. I understand clearly the rainistry I'ra expected to do
7. I ara often discouraged about my ministry
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8. My supervisor listens well and is understanding
9- I would like more freedom to do my ministry the way I
think best
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Appendix B
Lay Minister Survey
Semi-Structured Interview
Fort Worth Free Methodist Church
Ministry of person interviewed: Sunday School CLC
visitation worship leader
1. What has given you the most satisfaction in your ministry?
2 . What has been the most difficult part of your ministry?
3 . How can we give you better support in this ministry?
4. Is there anything you would like to see done to improve this
ministry?
(Note to supervisor: Please follow up questions by asking,
"Anything else?" and "Can you think of an example?" as
appropriate . )
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Appendix C
Purpose Statement
Department of Christian Education
Fort Worth Free Methodist Church
The PURPOSE of Christian education in the FWFMC is threefold:
1. To bring people into God's Kingdom.
2. To stimulate positive change in their Christian/spiritual
lives .
3. To equip each individual for ministering to others.
To accomplish this purpose we establish the following GOALS:
1. To have every CE teacher demonstrate a committed
Christian life.
2. To have every teacher able to make an exciting/
interesting presentation that involves each student.
3 . To have every teacher ministering to the individual needs
of their students even beyond the classroom.
How goals will be reached:
1. Through every teacher having an active devotional life.
2. Through every teacher preparing adequately.
3. Through every teacher getting feedback from students on
preferred approach, and asking students what they enjoy and
perceive as interesting.
How reaching of goals will be monitored:
1. CE board will evaluate goals quarterly.
2. Quarterly prayer/share times will be held with teachers
by each department to encourage them in their Christian walk and to
give ideas on lesson preparation and ministry to students, and to
find out what is working for each teacher.
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Appendix D
Purpose Statement
Sunday School
Fort Worth Free Methodist Church
I. What Is Our Purpose?
1. To win persons to Christ.
2. To establish in the Christian faith by teaching spiritual
awareness .
3. To encourage our students and teach them to encourage
others .
4. To teach students to witness for Christ.
#3 and #4 to be emphasized especially with adult classes.
II. What Goals Do We Have?
1. To make lessons interesting so students will absorb the
material .
2. To make Bible lessons applicable to today.
3. To give class members a life purpose.
4. To see numerical growth.
III. How Will We Reach These Goals?
1. Through proper lesson preparation.
2. Through manifesting a Christ-like spirit.
3. Through praying regularly for our class members.
4. Through contacting absentees with cards, calls, and/or
personal visitation to demonstrate our concern.
IV. How Will We Monitor the Reaching of Our Goals?
1. By observing class response to the lesson. Are they
asking questions? Do they join in discussion?
2. Older classes can evaluate the class through use of
questionnaire .
3. By teacher's own self-evaluation.
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Appendix E
Christian Life Club
Purpose Statement and Goals
Our Purpose:
1. Teach children the Bible and its application to life.
2. Instill character qualities.
3. Set example of Christian living.
4. Affirm the worth of each child.
Our Qualitative Goals:
1. Meet each child's individual needs.
2. Adequate preparation to present interesting lessons.
3. Demonstrate Christ's love and instruction.
How to Reach Goals:
1. Assess needs of each child and tailor class structure accord
ingly .
2. Ask. for feedback from students and have end of year survey.
3. Maintain active devotional life, praying regularly for each
student .
How to Monitor the Reaching of Goals:
1. Complete the needs assesssment.
2. Review student survey.
3. Have quarterly CLC staff meetings, to include encouragement and
sharing.
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Appendix F
Visitation Team
Purpose Statement and Goals
Our Purpose:
�To express church's love and concern to the sick.
�To represent the presence of Christ to the sick.
Our Goals:
�That visit might draw unsaved to Christ.
�To help persons to recover through our prayers.
How to Reach Goals:
--Keep close to the Lord.
--Pray regularly for the sick.
�Be prepared to read appropriate Scripture.
How to Monitor the Reaching of Goals:
�Listen for feedback, and respond with any corrections needed.
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Appendix G
Department of Worship
Statement of Purpose and Goals
1. What is our purpose?
�To encourage congregation to go beyond formality and enter
into the active worship of God.
2. What goals do we have?
�To involve more laity in leading in prayer.
�To get more persons actively involved in worship, particu
larly in singing and the responsive reading of Scripture.
3. How shall reach goals?
�By asking pastor and musicians to lead in prayer occasional
ly. Also, senior teens.
--By pointing out the scriptural background of the hymns.
4. How shall we monitor the reaching of our goals?
�By meeting about once a quarter to evaluate where we are and
what needs to be done.
--Keep pastor informed of activities.
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